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‘ the- Assc:ciatlcn of Teacher. Edusatérs éfe pleased to hay€

. . . .Foreword , - -,

' The Ametican Association of Colleges for Teacher Educatic

Social Qrgan:zar@n the second of three baoks in this series on the smdy
_of organizations. Our intent in'publishing | thls document..in collaboration - -
wnth Teacher Gcrps u. S Offnce of Educanon s, ta perde ndeas -and

organizatians, ihis_ publiéatign 'has a rnué:h narrower focus, the‘study df‘

_  schools as\organizations. Both pre- and in-service education personnel

neéd to know more about schools as organizations. We feel that this

volume addresses that need. In releasing this document, neither associ-" * -

ation ﬁéCéSSErlly endorses its gontent. The purpose of our Servmg as*

- publishers is to'stimulate study andTmplernentatxon of ideas and informa-

" - 'tion as appropriate for local, state, and collegiate education agencies:

-Creating a publication involves many-individuals. We acknowledge
with gratitude the efforts of the following: Ronald G. Corwin and Roy A.
Edelfelt conceptualized, any wrote much of the doument. Theodore E.
Andrews and Brenda Bryant did much substantive gditing and writing to
complete the manuscript. Joel L. Burdin and Flore'c Jones of AACTE
and Ftobert J Stevénson of ATE carrled DLII dlSCLISIOﬁS whlch culml-

. suppart of Teas:her Garps leéCle Wllllam L Srﬁnh wit over the years

has dt:ne such an effectwe mb in promo’tmg Arnenc:an éé catn:m 5

\Edward C. Pomeroy, Executive Director
American Association of Colle 5 for
Teacher Education

v ‘F-n‘cberr\,l Sz‘evenson Exeoutive Director
- Association fo Teacher Educators -
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r@searcj on the rﬂanagemem of change gave |t chus The expenencé
known as the Corps Members Training Institute (CMTI), was repeated for
Gther CC psmembers in 1976 at Florida State University in-Tallahassee.

. B major mpetus for the whole idea‘must be credited to third-party
- program evaluations. More than one of these pointed up the great.need
for interns to understaﬁd the organizational features of schools ~The b
Gan,h Study in 1973 pamcu[arly’ descnbed how crucial it was for our
~~teaching teams, and partlcularly ‘the interns, to understanid the lmpllca—
_ tions of organizational characteristics and real‘;& that schools are sc:)CIal '
. . systems. The Marsh Study in 1974 remfcrced this point. ‘- .

Additionally, _project directors were reportlng that Teacher Gﬂrps
interris’ needed an espnt de corps, a persoﬁalp identification with the
national program effort. It also seemed to directorsthat a common train-

.. Ing session could be the mpst realistic and prﬁ?ound crosS£ultural‘
Iearnmg and living experience ever provided by the Teacher Cérps .

Finally, the research literature on the management of change and
theories on the processes of t:hange have important implications for,
teacHer education. The Teacher Corps program is designed to help
schmls and co Ileges effect-change. In the early history of the Corps, a° .
_ basic assumption existed that interns, acting as change agents, could
reform the school merely with their commitrment and presence. This
groved to be an unrealistic and unproductive assumption. We have now
been careful to insist that Teacher Corps interns are not, and should: not
attempt to be, change agents. Our expectation is simply thab they will be’
the begt and most highly quahfued teachers available to the profession, -
not in the traditional sense as dispensers of khowledge, but as facilitators
- of the learning process. This new role requires more and.different theory
.and training than has been the case typically in teaches education. It

™. starts with the assumption that facilitatihg means managmg Teachers '
must manage processes, products, and young people in- an Drganuzed
‘manner if they want and expect positive growth and ‘change to: Qr.s:ur it
" the Iearnmg and behavior of théir students. This seerns most accomﬁhsh-

able when the school is viewed as a formal orgargi;atlan as af sociak
systern and the classrooms in that school as subsys%éms This systermc
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ilcn—a-the school.
Previous teacher training prégrarns whlc:h focused on the individual”
teacher learner, tended to provide new knowledge or skills to that

roach 1reats !he classrmm as an- organization wlthln an grgamz& R

teacher learner but did not have impact for change on the school t¢ - o

- which the teacher returned. In many cases the teacher's new knowledge
_became a threat to teaching peers who had not themselves benefited
.from such fraining. Administrators - were often.threatengd .when the - .-
" teacher attempted to implement this new km:wledge and skill. We now .

- 'know how these probléms can be avoided.-Many of us have.come to be-

—Llieve that for the institutionalized growth and development of educ:atlonal
perscmnel and for impact on the school, the school as an arganlzatlon is
the smallest unit of change. Similarly, Ic:r the institutionalized growth and

S devetcpmént of children, the classroom is the smallest unit of change.

Systems theory and Drganuzatloﬁal behavior theory have an IIT\pDI'-

tant place -in the conceptualizatlon of . preservice and inservice

: '_ education. Many -good and talented teachers feel unable to use their

. talents effectively because they believe the“/hierarchical structure of

administrators, supemsm‘s and the enernmental field force known 2

“the community’" have placed unwarranted constraints upon thém. 5

gense of alienation and powerfessness in the .finest teachers wull

_ obviously prove contagious. Idealistic beginners will, therefore, hardly be

- immune. Teacher Corps is persuaded that if schoolg, as social systems

"~ ¢ are to be changed for the better, everyone with a role dr investment in

' the education and/or “schooling of children must” be collaboratively

" ~involved in the change process. If both new: and expérienced teachers

were to have dn opportunity to study the nature: of organizations.and the

ways members -interact; they might find that .ceftain - behavior
characteristics manifested in schoofs are found . Y most organizations.
Even more important, these behaviors can be understood and dealt with:

.We know, of course, that most of the scientific data en Qrgamzatuon —_
are found in studies of economic and industrial organlzatlons Over the
' past few years, universities have conducted nurherous "educational

’ orgamzatlan studies in educational adrnlmstratloﬁ fof middle managers
and school superintendents, initially supported through the Kellogg
Folindation Program. No one, it seemed, had begun to develop concepts,
theoretical formulations, and case studies for prospective and practicing
teachers to use in studying the school as a farmal organization. With the
_exception of the.initial work on organization study done by Chris Argyris
for employees, little else hdd been developed for a role'group below that -
of administrators and mgnagers. Someone somewhere had to begin.

The Corps Membeg Training Institutes were seen as having three
goals. The first was to'Hevelop an’ esprit de corps among our newest
members The second was to provide them Wwith a rich multicultural
expenence The third,was to involve them and their experienced teacher
teamn leader |n an academic experience designed to open their eyes to 1
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‘ thaeries of nrganlzatnon bgth “sttucture and behavuor and to the rnanyg
styles of learning and teaching there are. The first Institute was orga-
7 nizedinto the two separate graduate-level strands, Organization Perspec-:
tives, .and Teaching and Learning Style' Analysis. This ‘volume is the’
L 'secorid of a series of three de{ ling with Perspectives on C)rgamzat@ns
= We hope to use this series as part of the curriculum of future CMTI's, _
S The Teacher Coips is pleased to have the American Assocnatnan of
i Colleges for Teacher Education and the Assm:natlon ‘of Teacher
- Educamrs serve as joint publishers of this-volume. Their constituendles
e'fmpgrtant ones in any effort {o implement change in the preparation -
gf education personnel. Their effort is to provide practitioners, decision
makers, and. researchérs with the ideas and mfc:rmatlon whlch can |
become buudmg steptto progress. ,
s » This velume like, the preceding Dne offers thnse who may share our‘
concerns about some of the pépers other rhaterials and procedures
“that were used to givercorpsmembers and team leaders g,new perspec-
v_ . tive,on organizations ﬁartlcularly, as the subtltle states on the sch@oi as
T .a scw:.nal‘ergamzatlon
. ’ . The conténts of this volurne were selected fram rnatenals prepsred )
“for CMTI; 1975, Jim Steffénsen and Beryl Nelson of my staff are to be
- . cammended for havmg warked so tlosely wnth the pubhcauon s editors
.o on each of these vqlurﬂg' 5

: O|Llﬂ‘1E.‘ of F‘ersper:t:ves on Grgamzanens wull
iccus c\n schocls in: the:r socialpolitical contexts. Each of the three
‘volumes reinforces the singlé fact that systems and organization theory
areno quury itemsina reallstn: program of teacher trammg

. . ‘ WllllamL Smith
- S Director

s : Teacher Corps
June 1977 -

L
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is_nat passll;»le at thIS tlrne tc: spécufy an exa«:t tlrne Smc z you work away L
»_frém home during the*day, and other mgrﬁbers of the f rmly will- not be; o

- to give mstructmns-on where to Iccate the phgne Hoi iver, tha wgman
.atthe teleph@ne company in charge of this matter inigrms you that she -
only p?bl:ésses the-orders and has no control over the installers’
~_schedules. You are advised not to contact the msta}atmn department
directly, and in.any event, you are assured, ‘orders arg filled ortly-as they
come inand are scl@guled fortheweek.. = -« : ,;

=%, i

<,
TWO weeks |ateryou call agam to report that inst Ilers have corﬁato
ynur home theee different times but since they werﬁ not able to efter,

-théy*rnarely left notes mdlcatmg that fact. Itis sugggﬂed that you leavea =

key-for them .soméwhere, but you object: You dop't know any of the(

nenghbors there have been burglaries in the neighborhood, you would
~ have to take the trouble to make an extra key, and ih any case, you have
. afierce dcg that would prohlblt the. mstaller from:enfering.

! What might you do? How muld you resolve the problem“) There'is no

cofrect'answer: none we can guarantée to be effective. How ver, we

suspect that you have some ideas and that your i
organization that you hold in the back of your mind. Each of us has some
such theory .about how organizations function. We must have a theory in
order tp dea! with the problems For example, suppose that you demand
*t0 see a supervisor who is over both departmgnts. Yhsare thereby
- making an assumption about the lacué of power gnd authority, and about:

the relative vulnerability of dlfféfém echelons to?lhe lnﬂuem:e of’an out- -
Slder like ycmrself " o :
Eumose instead you- cheose 1o reguster a' persanal appeal tc:) the
employee in this situation whom you originally tontacted, You are then
émakfng assumptions ‘about her .autonomy—nheridiseretion, or her ability
-to get around policies  gver which she has no official authonty We often.
Uﬁderestlmate the ingenuity of low-ranking emp joyees. ‘At the.same time,

. we should allow that when.an employee appears to be stubbqrn or indif- -
feren}. the real source is often the ewplayer"s expectations or inflexible

Jeas reveal a thegry of - 1



~ rules thgt mustbe j@llcweﬂ tt:: hald cme g jOb Even +f ygur estlrnation uf—.

“'the emplt:yee & discretion proves correct, you. W|II also have to-assess -

‘what leverage you have arrd-what mcentwes you can offe
“him or her.to- help you. You must assess your own status;i erhaps you

will decide to call uponi a morg influential third party.to mter’vene onyour ;

behalf, Firally, perhaps you will choose o ‘“‘give up,"that Is, stay home
. for three days. Then yBu have acted on still other agsumpllons abgut thafi .
: fpawer of organizations in this society, - a4 > . 7o L

‘s‘. Vi ’ N
tentatj,ye ‘assumptions about argamzatlons in order to work ‘withi them. --

Guﬁ pomt Is that it is imperative for. eac:h of us to formulate%ome

to persuade

These assumptions usua;ly jst evolvd m%dverte y over, tlrﬁe ‘bit this-

"“need not be the cass: Assuming that one doesn’t [dse patlence ‘and will.

~ operate, on reasoned thought, assumptions tan be forgiulated,~-
- systematically tested with personal expenencea‘antj revused -as geems

. :E
B

.necessary. Aperson who.takes the trouble to do #his" c:an usu.ally wcrk" :
“mgre effectivelym afw . ganlzan@ﬁ ﬂf’ .

-'Since our dascu35|ans ‘here are dlrécted tc:wardgc‘ﬁﬁal‘teadhers we
'have assumed that even those readers who are already famlllar with’

~ai

particular schoolson a gay—tn—day basis will wish to give further con5|deri ) 7

atlaﬁ to haw SChDﬂIS are arganlzéd aﬁd how, they function. -

o WhéreaaThe‘ appraach taken in Volume I, F’erspect:ves on Drgamzs-

~ tion - to gammg gregter s@phlstlcatlan in fjeslmg wnth orgamzatmns the
focus in this. VDIUFFIE"IS more speclflcally on schools as @rgamzatlans Df :

p@ssnl;;le TT'IE scho@f FﬁuSt be understoi::d as parf*(:rf the cGntext of 'the

r:ornmumty and SOC‘-IEW where |tex13ts L : N

Our intent is'to cantnbute to the thoughtfulness of tesc:hers fiot to .
prescmbé ways c:f dealing with orgamzatmns The papg*s chosen for this
volume reflect some of the different approaches and perspectives that

, canvbe taken toward %chgols The weiters do not S|WEYS take the sanfe

5

' orgamzahons éstabhshed in: VDIume I. The objer:twes and instructional

vewpomt .sometimes, they obviously disagree among*themselves. In

addition, we have found that readérs sometimes.interpret certain state- -

ments in different ways, and that any reader can misinterpret what &
wrifer hss said, becalise of dlfferences in assdrﬁptlons and purpose,

By dealmg with contreversnal issues and including’ wnters who hsve ‘
strong convictions, some feathers inevitably will be ruffled. Both the
stark findings df research in the social sciences and the candid opinions

of writerg in those scie
We consider thdt. a positive factor necessary to Stlmulate thught and

assertweprofessmﬁal ac:tu:n . .
Ths second volume pr;:u:eeds fr@m the basac arlentatlcn to

- : B ] « e

nces make for Ilvely discussion and some conflict.. _



mods s!ated in ‘Vglume 1 alsa aﬁﬁly\to (hls mﬁtenal and aﬂﬁéar;‘mathe
Appenc& An Extenswe Eiblmgraphy and Abstracts of Séjecfed Readmg& ’
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o« -7 ' VolumeOQverview = - - -

*

Thls volurﬁe mc;ludes gaper‘s and other r’naterlals expressmg several
‘views cm orgamzat:onal p?oblerns in schools. The authers represent
dlfférén{ persuasions about what Is-problematic and how to attain solu-
. tions. Of necessity, all of the authars had to focus on and thus Smehfy
their views sormewhat: ‘none.is comple_re and none is advocated as the
‘view-or approach to take. But taken as a set, the papers here reflect a
range of thinking and perspectives on Drganlzatlnnaft)roblems in schools

=
md!v:dual point of view. B v SN £

tn this, as in other volurnes in this series; we have assumed that
studymg available knowledge about schoois is not the sole province of
dministrators. Teachers also feed knowledge about how scfools
/aﬁerate and if changes ‘are made to improve: schools, they, along with
parents, students, and others, must bemvoivéd Teachers; students afid
parents, are the "central actors in SChDDIS with - enaugh power to

"7 which should stretch the reader's thinking and aid-him/her to arrive at an -

.

influence and change the system in _particular waysxlf they rec:ogmze 7

“thatfactand are equlpped to act. P "
However teachers cften get into the profession before they realize
. méﬁy of the ramifications of -what it means tobe a professional educator.’
They may have been attracted to teaching by occupational asplratlcms
-such as a personal interest in a particular subject, an interest in working
with young people, or a distaste for competition in the commercial world.
They probably were riot fully aware of the organizational responsibilities
asgsociated with the occupation, such asliving withih a budget, workihg in.
an organizational hierarchy, cooperating with colleagues, working with _
ﬂarems and the community and initiating new programs. We hope that
the materials in this book will provide another step toward helping
teachers and other citizens to understand and deal mote effectively with
organizational problerns

* This book is ot designed necessarily to be read from begmnmg to
end. Instructors~and participants will, of course, read .the entire book
carefully. As is suggested in Part |ll, there are a number of strategies that
might be emgxlayed to gain a full understanding of the issues raised. in
Parts | and Il. A review of Part Ifl will help partlcspants and inétructors
decide how to approach the st dy of schools as orgaﬁnzatlcns and how to’

use the materials contained xhlamlume , .
 The reader should not ass‘urne that this book or other volumes in this

" series will prawde Speclfn: guidelines for resolvmg problems m schools

&
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or other @rgamgatmﬁs We do hope, h wever that the information aﬁd
ideas ‘abgqut organizations W|I"heﬁp 5 bstantlally in the analysis and
understanding: of problems and conflicts, and that each reader will

" be more insightful in the way he or she” functions in the Drgamzat@ﬂx

whether to influence changes or me.fgﬁz to cope ' with thmgs théy are.
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~ A Kaleldescgplc V| W
Rc’mald G. Corwin* - RQG. Edelfelt*

: ) e PR .
) Ih Part il of this volume there are papgrs in whieh authors
© concentsate’on DETIIEUEI’SSDEC}; of schools. It is convenient, and often

ﬁecessary to a|rﬂ dISCUSSIDF\ 10 the averag ge[ chool and the ty‘pgcai

"to come, |t is. helpful nruﬂaJIy to address the l:u’ plcture fo x:onsnjer th
diverse and variegated nature of our siibject. We shall proceed then; 1§38
address (a) the range of schodls, (b) the multifaceted nature of teaching, 4
and (c) the complications that arise because schools are part of a Iarger A
saslohlstoncaterwlranment : . ’

.

',
' E RANCE OF SCHC)C)LS

Sc:shools are rudimentary bureaucr cies. . They have many -of the
fedturés that make up bureaucratic organizations: h|erar;h|es rules,
close supervision, specialization, et cetera. However, simply labeling

them as ‘'bureaucracies'’ obscures the wide differences among them. I Tl

—prac:tlt;e there is rot just one form of “'bureaucracy’’; it can take many
“forms for different purposes. Some forms prave better than others. In
Volume |,.a distinction was madé between a ‘'bureaucracy,”’ which re-
fers-to a'very specific structuréf'pattérﬁ' and a “’complex“ organization,
whichH can assume a variety of patterns. For example, “even very large
school districts can differ in the degree to which decisions are decentral-
|zed curricula are siandar |zed teachers are professionalized. and the
like. We suggest that schopls shouldbe regarded as complex organiza-
tions whlch\m some mst:—an -es, assume bureaucratic pfportions. )
Our frgt DCYIﬁ' i& that most schools are not uniform. Think of a
large city hefto? ./ patrolled by police, poorly maintained, with
peeling paint, - cOﬁcrete playground, high rates of truancy and
delinquency, and’ a. big| bureaucracy, staffed by callous traac:hars
Contrast such a ;(:htjol rlth a naw, modern campus school, set’in a

=&

‘WE mank each Df the authors who have ;:nnrr:tj od papers to this valume far reading and
rnak:qg helpful comments on %‘Ijﬁgrjlr and TESL ing: A Kaleidoscopic View."" -
- 3
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woaded drea, carpeted and pamteq&ém bnght colgrs, ser icing Iargely
middle class, well-dressed: Studeﬂ”ls with a faculty of gnthusiastic,
responswe people. These are&jﬁwously exaggerated and|stereotyped
portrayals but they help re,srﬁnd us of the dcfferences that dan be fOUﬁd
among\]échools g“

. schoolsaﬁd given a great deal of autonor’ny in others The hst ould go on

-

almost indefin tely. . - -
Thisrange of diffetences lg compounded by the complekity of the
“edygative systern itself. Consider for example, thedgmatter of local

- control. Althoug\h local s\:hool boards do have authority over some

i

Al

&
&

' mobne soc:lety even

- appropriate t

lﬁnportant matters, state departmems of education retain final authority
over basu: curricW{a, athletic programs certification,of teachers, school .

’ canstructloﬁ bonding programs, aﬂd a host of other key decisions. Also,
. although the federal government prowdes a relatively small proportion of

the total costs of education, it hos influenced several major curricular
changes and altered social policies, including racial integration .and
" busing. Teacher organjzations alsg influence policy and practice through
their many activities a Iot:al state and nat:onal Ievels Then,‘ too m

where Students fmd job,.
than community hospitals, polu:e de artments or I|brar|es'7‘
Given the exisfing diversity among E'chools itis necessary to stress
a seoond point. One should be very cautious in comparing schools with
other organizations such a hosmtals churches or factories. If there are
more differences than similarities between a one-room.school-house and -
a high school in a Jarbe city, for example, then it may be more
é compare the big-city schools' to big-city hospitals,
churches or factorues thanqo rural schools. In any case, |t is not clear
that there are ‘major differericés .between schools and other
or’gamzatlons of that schools are so unique they must be studled in isola-
. tion from other kinds of organizations. ¢
What does it mean to say that schdols are unique anyway’? Too -
- often it depends upon whatlis being %e::rnpared For example, some
schovls permit employees
probably less than many universities. The cellular classroom structure of
" schools notwithstanding, sbrme teachers, in some places are closely.
supervised. A good rule of thufb is to recognize that schools consist of
the same. set of variables as ajny other organization. What varies is the
profile of variables, i.e., the degree of emphasis, or rariking, of particular

ore autongmy than some haospitals, but - '

. 7

‘variables. It is important to Igok at it in this way, because one then . -
B ‘ * N . ) )
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. is illustrated in the accounts

: umque to schools, as measured by-standardized Lést scores. In ThIS pre-

contmues ta examme the sama vanables for schoo!s as for ot!‘éorgam-

about'schools ) 7

A good example of what ¢4
uniform among themselves and umque!y different fron Gther |nst|tut10ns
ility movement. In recenj.years some
critics have pressed their demands that schools, and'teachers in particu- - -
lar, should be more ‘accountable to the public. In practice, *‘accountabil-
ity” has usually been equated with achieving unifofm outcomes that are

ools as vanable an,

. occupatlon wnh test scares the r\ature of s

th urideﬂrethe recrlﬁltmentofstudent ] ndt e prcscess of Schcolmg
_A potentially promising altgnatwe ist measﬁ}e school climates,

. thé custarﬁs values norms and argamza |0ﬁa| raleg and proc:ed ffes”

,x;:ectatioﬁé Which apr::ly either to
all membérs of the orgamzat@ﬁ (umversals) or tb §’ﬁemf|c positions and
fesDOﬁSlbllltlES (specific norms). The amount of &onsensus on each type
of norm also can vary. These norms and values pertain to the objectives
of the school, the acseptabnhty of and priority given to various courses of
study (citizenship and pchtlcai awarehess), the emphasis placed on
student cgﬁduct (dxsclplme) creativity, extracurricular activities,
sc;holarshlp in the fuﬂdarﬁentals test performance and the like. These
norms énd values are also reflected in the actual criteria jand sanctions

" used to evaluate and reward members of the organizatipn. The norms

rrnght He g‘rcu;:ied into several_ lgroad categories, i.e., rgan’izatibhal,
pahtu:/al social psychologxcal inSlectual, etc. : .

s e
! -

Partccnpants

- VIEWEd as a social system, a sahool includes everal différém{
groups, all of which share jfElaDOﬁSlelty for it~ teachers, students,
adm|n|strators zmd comrﬂuﬂlty members (schc@l »Dard mer’nbgrs.




Fmally th ] Qutcorﬂes oLaﬁ} sacnal system can be'understood as
prgduc:ts of a complex chainc f factors, including: ,
=  “Inputs,” or the z :mty ér motivation of sfudents admitted to ihe
{ school, availgble resources, and training of personnel. Thig
_mc:ludesfpe’ ax base, type-of students, use of specialists and
'admiﬁi’ atQrs, and the number, experience, and training of
rou hput Tort

ot mate fials, and sof
e procedures used.
“® - e ‘“Structure,” orthe coordmanon procedures used tcmtegrate
the system, including type of supervision; numbers of rules and ™
' ocedures for enforcing rules, use of standardized procedures,
" I§cus of decision- makmg and méChSﬂISFﬂS for aﬁﬁealmg
decisions. —_— ,
-Teaching and Ieafnmg in other words, arer Ehaped by these and
other related characteristics of the school’s organization. It is unrealistic
to c:ongxder the outcome without also taking into account the school's ~
, ability to select its studenfs and teachers, and the programs_and
U resoufrces avalfable Any ‘analysis that concentrates on only a few c;sf the
. many factors involved can be completely misleading. Focusmg on the.
total ‘system (instead of test scores) will deepen understanding of the
SEhDDliﬁg process. The possibility of scapegoating, i.e.. blaming
.teachers, or students, or parents for organizational inadequacies will be -
minimized. F‘r@blems (or lack of them) will be correctly seen as fUﬂCtIDﬂS )
« of the Qrgamzatmn Parents, students, teachers, and administrators will
better understand why their school is what it is'and perhaps will see how
they can contribute to its improvement.
Therefore, while it may often be necessary tc gloss -over the
enormous 'variability in the characteristics of schools, wé should remain -
. cognizant of them. They are bound o rnodlfy aﬂy general cancluslcns we
may reach ﬂ :

jlabilit 'cif!specialized programs; types
,tic':ﬁ of technology and teachir’ng

= . - ”

’referg h:: the ways in Whuch mdwrduals and groups are ranked w1thm a

society, occupation, or organizatian. ‘Three¢ features ¢t status Systerhs
are important for this discussion.

First, status can be assigned (and perceived) by either the general
society or a subgroup within the society. Teachers, ar-some other group,
might rank teaching differently.than is reflected in general public opinion.

Second, the status of an occupafion can dlffer frorn the status of.
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mdwiduals in it. One can rﬂake an |mpr:)rtant dlStIFIC:tIOFI between the
status attrgbutes of mdlv:dual teachers-——their education and the like—
ané the importance of their role in socle? v
" Third, status is determined by a-number of factors, lncludung its
importance to the society, power, autonomy, income, preshga sophisti-

- . ‘cation of Spemahzed knowledge, and technologdy. We will give further
consideration to some of these dimensions. No

d ) T

Power.and Authcmty : o ‘ I

The authonty of teachers, that is thew nght to prevall by virtue C)g
their formal rank, is defined by their position in the school distric
~ hierarchy. On this dimension, teachers rank relatively low in comparison ,
-to school administrators. Hawever this autharity rank is only one form of  «
power, and thiey do have other sources of power, For example, they, can
; claim the right to prevail on the basis of their expertise, i.e., their derfion- "
~ strated excellence in a particular field, expertise in pedagogy,and their
_detalled information about particufar students or about children of a
given Yge. Discrepancies between authcrlty from rank and” authority *
from Exp rtise often produce conflict in-schools: For example, syppose
- that mosf of the'science teachers in a school system iject fo a textbook

- that hag’been required for-all students’by’ the superintendent’s office,-or '

- by the state ‘board of education. These teachers will presure that they
have something to contnbute to decisions about teéchmg materials, and
chances are, if they are‘insistent enough and if they flex then COHECUVE
muscle, they will at least be givena hearing. i i .

Many readers will probably question the reasahabkéﬁe;s of engrust-
) mgxdemsmﬁs about classroom materials to administrative nonspesfalists!
¥ whowill never use them. Others might feel that itis equaﬂy mapproprlate
‘to leave such decisions entirely to specialists who are not directly
accountable to the parents. These are the very questions that undetlie
&:Dntrovéra% about the propriety of sex education, for-e arnple. The
reader might wish to poﬂder how teachers can be protected from the
pQDrjudgmems of administrators in such matters. and how 2 reasaﬂable
‘'mix can be réached betweer\ command, authority and experMse.
Such conflicts are often resolved through power struggles, i. e, one

- group imposing its will on,another. It is possible for an mdmdual orgroup
to seize unauthorized power, and so, we can say that tRere is a hierarchy
of power distinct from the authority hierarchies just referred to. Although:-
teachers rank low in the hierarchical authority system, they can never- |
theless gain power through collective. action. But, the unresolved
question is whether that power ¢an be transformed into authority, and .
]ustlfled by expertise. Mlght does not always make right. And expertise
doesriot always prevail. s ’

Teacher organizations prov;de a power base ‘for teachers. Collec-

" tive action can help offset the relatively low authority accorded to each

' '~Lmj|wdual teacher,within the school hierarchy. Hawever there isa cstch

=
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mlze h|ererehy or |mpreve the poeutror’r ef meet teaehere wrthm it. Moet

‘members wiil simply find themdelves at the bottomn of another hierarchy, .

where they have- litle more power as individuals than they do in"the
school districtasawhole. . _

In addition to the fact that the teachers’ unfavorable position in the
hierarchy cam be eerﬁeeﬂeeted for in other ways, the inevitability of
hierarchy itself can be eueetronerj A hierarchy is a way of organizing. It
is a means to anend. A hrerarc,hreel decjsion- m*’kmg strugture can be
very efficient when the otganizatior is operated on a rational model with

clear goals. Theoretically the person at the top is held responsible and .

makes quick,.informed decisions that are passed eferrg to specialists to
lmplement Howaver this assumes.that the goals are known and shared.

. But, suppose the organization is an organic type in which there is dis- . - '

rrluet be eubordmeted to the prler task of eettlng the goele H|ererehy is

2 |ene Isa form of orgemzatleﬁ that rﬂexrmreee perttelpenon eﬁd negetl-
tion; er’re thet perrmte eorrfhet withih beunde one that provides a wey of

There are eeverel elterrlenvee to hlererehy Deeentrehzeﬂorr is one ..
alternative 'that is often recommended. Of course, ‘even- in a decen- .

. egreement about which goals to pursue, i.e., , the goals advocated by the )
- ‘Adminjstration are questioned by su ordmetee Insuch a case, eff:ereney

tralized organization, some decisions remain centralized while others .

are delegeted e.g., equipment purchases often are made at the central
offree whie decisions about which textbooks to purchase are made at
. the bulldmg level, Nevertheless coupled with neighborhood citizens'
advisors, this type of flat hierarchy could i mereeee th& responsiveness of
a‘school district to the, .conditions of different types.of nelghborhoodé

There are also other alternatives, Fer éxample; deelelone could be-
' made at the top by committees consisting of representatives of a wide

range of groups; individuals could rotate’ into and out of the.tdp position;

or procedures could be developed by which suberdinates-could appeal- ;
the decisions with which they dleegree Perhaps the reader can think of

still other eltemehvee -

However it is not clear that organizations would become radically
" different even if alternatives to' the hierarchy were found. Does it neces-
sarily follow, that schools would become more flexible if teachers got

~‘more power? Such an assumption fails to take into consideration the fun-

- damental reasons why conservatism arises in organizations. It is not just
a gfiestion of personality, and conservatism is not confined to adminis-
trators. While the top officials may be preoacupied with e\ebmty itis also

- evident that feachers at subordinate lgvels often resist changes that are
: mtroduc;ed frorﬁ the. top. Perhaps the underlying eonelderenorr is that

8
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Autonomy

T

conservatism is a way of adapting to the_ job insecurities felt by indi-

viduals who are committed to their jobs when they are left with few
employment options and find themselves faced with uncertainties and

Jittle incentive to take risks. Unless these COﬂdlthﬂS are changed, it is
- entirely likely that conservatism will simply follow power, and that if
. power is decen}rahzed ‘subordinates might become as conservative as

administrators are often said to be. The implication is clear. If teacher

organizers want change, they will first have to negotiate for alterations in
. these conditions, Gettmg more power for teachers is not sufficient. -

' Power, then, is an important dimension of. status. Indeed, increfas
ingly, the equation that spells status includes both money and po,

" Teachers have been sugcessful in getting both through collective ac::n 4

However, they may miss the full EQUEIIDF\ of status if these are the or y

two purposes of collective action. They may also destroy their image with ™

the public and become Fegaﬁled as self-serving and uflconcerned with
the welfare of students=Teacher groups in the most advanced stages of
collective bargaining (e.g., Masgachusetts New- Jersey, Mlchlgan)

recogriize, this prablemland are trying to deal with it m their dollective

bargamlng practices. .. =

0, = . o4

Lq

Teachers alsbh have a great deal of autor\on)éi i.e., discretion,

_-because they typically work in self-contained.classréoms behind closed
* doors and are seldom formally observed or evaluated by their supenors

They can select materials; develop their own teaching methods, choose

"which content to stress or to slight, schedule classroom acnwnes and

enforce discipline policies ng|dly or loosely. .

i However, it is easy to overestimate the importance of teacher
autonomy. For, no matter how much.autonomy teachers may appear to’
have, particularly over, classroom matters, their options are still limited
by their college trammg tradition, rules, standardized procedures, pubtic
opinion, laws, accrediting agencies, their own peers and professional

- associations, and their own lack of initiative. For example, often teachgfs

must keep in mind that their students will be- evaluated against standard-

jzed tests, and they usually are not permitted to omit material that is_

supposed to be covered at a particular grade level. Classroom méthods

‘ that upset some parents, or that subject the school to public criticism,
are likely to bring reprisals from school . administrators. Indeed, class-

rooms can perde a falsé sense of security. They can isolate teachers
from the larger context, shield them from understanding the system-wide
problems, and - discourage them from becoming involved even in
decisions that ultimately affect their own classrooms.

We also should be careful not to stereoctype schools in this, as in
other respects. If the teacher’s autonomy stems from the self-contained.
classroom, it is instructive that in a recent study of 28 schools, W. W.

9
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Social Importance

1

L . L (.

Charters a
than one hal
classrooms. b

f the teachers in these schools taught in seif-contained

d his colleagues at the umversﬁy of Oregon found thatless

ct, there were orily a few schools where all teachers’

taught in self-contained classrooms. . Egually striking variations wera,’
“found in other characteristics thatiwere compared. It should be recog-

nlzed that the sample for the Charters study was not seleéted rarudomly rlf“’j

was Iargely mformal In any event coaperatlon c@uld ‘be dls-rupfd Ky ac
ministrative demsmns transfers or changes in grade- |eveﬁ55fnm Ants

The éxtem to which structural looseness, and thus the a tDnDrﬂy ofr

teachers varies from school to school depems upon the kuﬁd, of cqor
nating mechanisms ysed and whether there are pro'zedtg_gs that ‘per

' erﬂ de<:|5|on making and coilective action. “Also, areas in which- dISCfTE

tion is.permitted change over-time. gor example, althgugh thedretically
the curriculum prgbébly hagibeen. gvatwely free*froMi rules, in-recent
yearssn has come undef tlghtEF‘ t:or;trol with the development of E:ompe—
tency based education’]' and '‘mapagemerii by objectives.” “Indeed,
schools are probably much more tightly coordinated than univers mé%.
The loﬁser@ss or tightness of control is one element of variation that is
seldom emphasized by organizational theorists, but .it is of obvious
impcrtanc:’e for understanding schools as organizationse"

: , . _
“Some sociologists: maintain that an pccupation's status rewards
can be explained by the ac(:upation" impcrtance iﬁ other wbrds its

r’(.

the part of mdw;duals or groups seekmg to jUSIIfy the demaﬁds Df v
-doctors, lawyers of teaghers for higher income, prestige or other

rewards. Perhaps the function performed by members of an occupation
does have something to do with their status, but we are skeptical about
such arguments. In the first place, we doubt that status rewards are dis-
tributed as logically or equitably as this line of reasoning implies. Even if
it werg agreed, for example, that teachers deserve more recognition,
merit isdnly one factorin their actual ability to commaﬁd status rewards.

" In the second place, even if it were agreéd that some functions like
protecting health or civil rights or overseeing socialization of the youiig
weére more important than others (e.g., flying commerciat anlw?*era) the
fact is that ro one occupation can claim major responsibility for such
fuhctions. For example, teaching cannot be equated with *‘education”
nor-can education be equated with *'socialization. True, the way people
are socialized shapes society, and formal education (along with family

and peer group, and mass media) is partly responsible for socialization, .-

but teachers are only a small part of the larger culture “the’school

.system, and the school.district, all of which set expectations (and limits)

22 <
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for tt}ﬁ tedcher role. Itis an exaﬁggezétiam;aﬁ overexlérjsicm. therefore, to
. say Ahat the formal teaching role, as’it is institutionalized in school
systems, is primarily respdnsible for the shape of society.

i

B 2 *

|ﬁCQmé

= #

. In the U.5. (and other Western ﬁahons) income is an important con-
sideration. If the average-medical dcu:tor earns apout $200 a day, com-

:gb,v@usly has lowe ,Laiusgccardlng to this crnternon_Althaugh teachers"

per’c SNt (Dased on a ten- ;;Uomh year fér tea«:hgrs} _ &

- ™,
¥ . =

Prestlgg . .

#

Sllghtly in years and it is énll a hlghly regardeci OECUDSIIOH A more thar‘l
three-fold increase in the numbers of teacherssince 1940 has perhaps
blurred the -distinctiveness of D?Iﬁg a teacher. Also, occupations in
research, technolpgy, communications and other services previously not
available to the workforce now compete with teaching. Moreover, the
education differential between teachers and the gineral population,
while still “favorable o teachers, has declifed slifhtly as more high

.school graduates enter institutions of higher education. Nevertheless, it .

is telling that the prestige of teaching, as reflected in public opinion
suryeys. appearg fo have increased since World War 11
Speﬁnahz&*d Rnawledge

Questions also c¢an be raised about whether the knowledge base of
teaching has impraved. Some sociologists think of Iea%rlefrs-ag%mer?l-
h

ists, and perhaps they dre, especially af the.element s level
Howéver, teachers are bec:ommg more JQQCIEHEEQ than many people
have recognized, - I

The prevalence.of spdcialized roles within teaching is reflected in
thé [’iearly 1DDiDDD employéd HbrarfaﬂS; guidance par'onnal stﬁih=

of assgnmg teachers tcj each in areas outside of theur majcr faﬁ

become less prevalent, and the practice of hiring teachers wijth f.'xro%
visional certificates has almost disappeared. At the same time . team :
teachmg and differentiated staffing ¢ould force school Pystem; t@ use
teachers in more specialized ways, and perhaps multi-unit, ungraded

‘T . =
, x

. pared to about $60¥or a teacher (based on a ten-mopth year). theteacher

1



pragrams consonant W|th the appllcatlaﬂ of sﬁ:emallzed te ﬁn;j@gue.;‘li or
different types of clientele. Also, it might be nEted thai the “brppardion of
elementary schools that are de,partmentahzed has mt:l?eaéeﬁ ST fcﬂd i
fhe past decade (from five percent in 1967 to 21 perx;a;lt , 1aﬁ‘) :
As a result of these various forms of speglahzan ,;' R
role the line' administrator has played as ‘“‘curticulum’ Ieacjer f;robably
became' unfeasiblé in reany instances yeargb\ago Although admmus i
" trators are 'still responsible for evaluatipg the. CDFIDétéﬁCE of teac:hersm 7
d|fferent pedag$lcal techmques and subject mé tter areas, thanme rnay A

The grciwth of sgemahzed mterests W|thm “teachmg (whu:h rmght e
reflect some increase in specidlized knowledge ss well) is indicated in.;,
the number of journals that deal with special aSpFCtS of teaching. (SEE
- the International Periodicals Dictionary.) Since 1961, 73 new murnars
have been added, 31 of them since 1966. There arg now nearly 150 put:
cations dealing with varied aspects of teaching. Of those added durmg B
the. past decade™at least 37 appear to deal with specialized subject .
‘matter; only seven have general titles, ten are FEQI al, and six dre l:(:)thj o
Speclallzed and regional’” . g

Special interests are also reflected in the |r‘mumerable teacher
organizations that exist in the country. There are r'ncjre than three dozen
organizations 7for teathers and numerous Qrggﬁizatioﬁs for, school
- administrators, many at one time affiliated with theiNational Education
Association (NEA): The Education Directory lists 'sppraxlmately two
dozen independent associations and councils that gxphcltly deal with
speciatized probier’ns in teachihg hes’e organizations range from the

ten teachers tD the Amerlcan Assoclanon of SGhDleLIDFEFIaﬁ; and the
American Montessori Society. There are several assoglatnons concerned
with the. education of various kinds of haﬂdlcapped or gi ted children’

with guidance and counselmg and with vogational, technic -al x,gnd adult
-education;, There afe also numerous national and regional DrgarﬂzS{IDﬁE .
for teachers in specialized subject matter areas, including math and
science, English, business, vocal and instrumental fusic, chemistry and
languages. A National: League of Teachers' Associations is also Iistg.gd.

Technology : ’ . o
- By comparison to medicine, perhaps teaching does not seem to
have highly developed, sophisticated technology. if one defines
technology as the means of getting a job done. Technological
competence usually rests on the extent to which the theoretical bases of
. technology have been codified, §ﬁq teaching is still carried on primarily

. i e o~
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acccrdmg tD um:odmed rules accumulatwe expenem:e and lore.
Effective .techniques for malmalnlng classroom control, motivating
children, and conveying information are not well developed or standard-
ized. Flaws and considerable varuatloﬂ can be cited in micro-teaching,
tearn teaching, nongraded. Schoélmg new math, the mmal teaching-

* alphabet, and other technolagical innovations.. There is no evidence that

any of these mncwatu:ms are moré effective than tradltlag*ial technologies.
_BRerhaps such critéria are too stringent. -specialized

Iechmef’ues and tools are now available for teaching- SUbjECtS like-math,
spelling and reading, for w0rk|ng with handicapped and scademlcallyf:_
. advanced ghildren, and for copinig with problems of low- income schools.

Performance-hased teacher education is a comparatively unproven and

‘controvefsial attempt to_identify competencies and skills needed by

teachers and to require that prospective teachers demonstrijte that
these skills have been acquired as a condition fc:r certlflqatlon
The fact that various new technologies dare available probably has

“an important bearmg on, the progress of the oc:c:upahon as a whole,

iprespective of their often”. indeterminate effECII.\/eﬂESS and lack of
widespread use. Moreover, the standard of reference used in d|sc:ys-
smns preoccupied with the question of whether or not teachmg is “really
‘a. professmn in some absolute sense should be the amount and
direction of change that has: occurred within teachrng in recent decades,

" not the comparison between teachmg aﬂd other occupahons 50 ofteh

IFﬂDIIC‘.It in these dISCUSSIDﬁS

equwogate about the nmportance of techﬁology for teachmg argumg .

: that teaching is an art which sitfeuld be Judggd on the basis of the intditive

abilities and creatmty of teachers in the profession, not on scientific
crlterla There are protﬁler’n with this argument, too. One is that parenis
usually look for '‘results’ [i.e., observable learning outcomes). Unless
the artful teacher can out-perform others on this measure, he or she will-
be downgraded. Also, it seems more difficult to socialize the thousands
of new teachers who enter teaching each year to practice the relative
r’nysterlous art of teaching than it is to train them to use'its more straight-
forward (if sometimes complex) technologies. Téchﬁology prowdes an
element of standardization, and hence assurance, that many school
boards demand. Ideally, it would be preferable to recognize that teaching
is both a science and an art. However, it is no simple task 1o strike an
appropriate balance, to employ modern technology without discouraging
the intuitive and creative approaches.

9

The Quahty of F’mfess:an | Life

For at least some teachers, undoubtedly the main conwuderatlan is

~ the degree to which their work is intellectually stimulating and emotion-

3. ’ -
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“which ¢an create espeécia

C L.

. [ - : o 1
ally rewardmg "Some of these mdmduals seem willing to accépt
relatively low. pay or prestige if they can rnamtam Eatlsfymg work .
rélatlonshlﬁ)swnhcolleagues parentsandstudems St ’

< An lmelléctually stimulating and emotionally rewardmg teaching |

ass:gnmen’f is often difficult to achieve, however. For; .a&-an occupation
~gains autonomy, and bécause of the very#naturé of autonomy, the practi-

tioners . tend., a bec:c;me |soiated ‘from- the. clientele and: other Outside
grc:iups T‘Eat:her organizations try to protect teachers- frop} parems and ’
their students in addition to defending their interests with *adf‘ﬁmlstraiors'
and school boards, aﬂq in the process they lsalste tHe teachers from
these outside cllems‘\‘émce the.clients of a profession.do not have ..

.enough training -and. expenence 16, assess profs f*_‘ﬂal perfcrrnam:e

accurately, their. o;}mmns can be discounted or |gﬁ e by the profes- 1

i . sionals. Often,: achreverﬂem standards apphcab|e to all students are set,

regardiess of mdwldual t:ircumstSm:es This can’ seem like indifference, -
severe problems in public organizations l|ge
schools where nelther 1 éssicnal teacher nor the studerit client has
much’ choice. in- enten rélationship (a coﬁdltlon which probably :
should be réexaminedby téachers s - :
,Some critics have - asked. whether ‘teachers are personally

hterestea in their students, but in the.final-analysis this is not the only

important question. A more basic consideration is whether teachers are
professiopally motivated-to protect students from. the worst features of

' educational bureaucracies. For example, t"hey must protect. students

from pressures in the community that threaten professional norms, that
favor an. outmoded curriculum; or that jeopardize the students’ n

" righits. To the extent .that p@fessuonahsm prowdes an alterﬁatlve o the !
. local system of administration, at least there is a pr:sssubmty that teachérs
"~ will aét as a positive 1‘¢:ugz:§*ﬂ ¥n behalf of all students, ifrespective of

whether they develop pe‘?sanal refationships with lﬂleIdUEl students.

Bureaucratlzatmﬂ : ‘ _
It has not been easy for teachers to attain professional status within
large scale, bureaucratic organizations,” where they are nét treated
sglely as “professionals,” since they are employees. As subording
employess, they must learn to'cope with complex dand often Ynconsiste 1

~-expectations associated with being -both a professional and af’

employee. To appreciate ghe dllemmas this can pose, consider how . . )
some of the main features of bureaucratic Qrgaﬁizaﬁéﬂ can affect
professmnallsm

As bureaucratn: employees, teachers are expected ta»@ubscrlbe or o
conforrn to the expectaugﬁs of the administration arit ercommunity.
But, as profeskionals, teachers are expected to defend the welfare of

.students against organiZational practices that, in their professional »
- judgment, are likely to be detrimental. To illustrate, professional teachers . !
"will be disposed toward supporting school consolidation while opposing * -
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e ,'Itlzens who: argue ft:rr local control Also, while some parents»atterﬁpt to
- 'protect’ their children from the raw realities dépicted by American
~ duthors such as Steinbeck or Faulkner, professional teachers will defend
‘the rights of students 1o read such-authors and will adjust their teaching
© “to the unique capabilities of their students rather than 'succumb to the
- -premise. that.all sfudents must cover. the same textbook and.be up to -
~ grade level i in ac:hlévement Depending on how their choices are made, it
.Is possible for teac:hérs tobe “successful as employees while fallmg to ful-
fill pmfesslonal obligations, or vice versa. In addition consider the situ-
ation inwhich administrators supervise and evaluate professional sub-
‘ordinates who are more competent in their work than they. This Situation,
- in turn, raises such questlons as whether the criteria for reward should
- be loyalty to the organlzauon or:professional skill and competence; the
~latter is difficult for nonspecialized administrators to evaluate, Still
"_another problem is deciding how to deal with loyalty and competen
" when . the typical criteria for salary .are experience and. forn Qé’l‘“‘
" «ducation. The -problem of evaluation is compllcated and probably
. demands some standardization because, with teachers” reputations at-
.. stake, the opinions of cc\lleagues outside the orgamzatlan must?ol taken
_into account.
« Then, too, standardlzatlon poses problem§ While ,it is not
_ necessarily incompatible with individualism, it can dlscaurage creative
and original thought, which is so necessary if organizations are to,adapt-
" tochanging environments. But from thg short-run perspective in which
administrators and workers see- their’ daily problems, predrctablllf’y and
" consistency often appear safer and mare prudent than change aﬁd tﬂg
" risk af applying new ideas. -

EFFECT OF THE LARGER ENVIRC)NMENT

The tact that’ each school system has a unique hlstary and somal
environment adds- still other’ complications that should be kapt in mind
when cons;denng Qrganizatl%al ChSI’aEtETIStICS .

The HIStGﬂEaI Err\nrcmrnent

4 " The structure of schools evolved durmg an era when relatively
_simple, hierarchical military and industrial organizations served as the
model for most organizations. This pattern, deeply embedded in tradition,
has been slow to change. The tendency has been to add new responsit -«
_ities to-the traditional-duties of teachers without ‘the support of nev.
staffing patterns, special training and other structural Treforms.
Consequently, school administrators and teachiers arg burdened with
responsibilities they are not prepared to handle. Teachers are supposed
to-be prepared in a variety of specialized subjects as well as: provide ™
miore personal guudanc:e to students in a society that does not agree on
‘basic ~values; ‘supervise- an- expandmg number of extracumcul“
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activities: counsel children antDearents on diverse problems (rar.igrng
from child abuse and drugs, to pregnancy and career education); -and '
ESSLIFHE adrﬁrnrstratlve chores co néctéd with meal service, emergency
preparedness and the like.

. _ The rise of orgamzed teac:her militancy makes sense against this
bai:kdrgp It is evident teachers are feeling the pinch not only because of -
‘the low pay, adrjed work, and-the routine of their jobs, but also because,
their authority has: not, kept pace with the responsibilities that have been .
- thrust upon them. They have been omitted from the decision-making.

While history is an invaluable tool, social scientists are sometimes
so awed by the power of history-that they develop a fatalistic attitude

toward what they see as the inevitability and immutability of historical , -

~ events, This ‘historical imperative'’ often leads to pessimistic
- gonclusions about schools and the possibility of changmg their worst
features. However, hlstr:rrn:a‘[ farcgs seem less awesome if one looks at
UﬁltS srnaller- than Sr:hor:l drstrfcts or soclety as a whole It seems mcre
deal with aII school drstru:ts or ' socrety at(large, and n can be hcrpéd
that attention to particular organizations can act as levers for larger
" .changes. Moreover, change does not necessarily take place in‘a linear
" way. That is, the trend toward large scale, centralized school systems
could level off or even reverse itself under several conditions: if
technology is developed to permit more efficient operation of small units:
if. management procedures call for more partu:rpatu:rn in decision
rnakrng or if professmnahzatron rear::hes Ihe pcrmt whére there |S greater

grown hcrw rnany fmore students there are in schools hcrw rrrany
teachers have been prepared, how the percentage of adolescents
attendmg hrgh school has rrrr:reased Grven the dynamu: restless and

hlstcrn:al past is prrjbably Iess rrnportant as a force on educatror’i rrr any _
event, it is Jifficult to be pessimistic when one looks at that fantastic
growth’ and still recognizes that schcrols are better, teachers are better
educated, materials have improved. :

.The Larger Society .

To the extent that schools are resistant to change in response to
new conditions, the. fast pace of change and the heterogeneity of the
society creates problems. Although it should not be assumed that
students are !meégeneous enough to be .treated uniformly, that is
‘precisely the' ‘assumption underlying standardizedgextbooks and curricu-
lum gurdes the prcrsr:rrbed Iength of the Sr;hr:rcﬁyear basic rrnrnrnura‘r '
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' rEqmrernents unlfarm CertlfICEtIDn requlrements for teachérs and cxth reo
elemeﬂis of standardization’in Amem:arl education.

The complicating factor, it is argued is that in é mobile nation, all

; 'étudents in'all parts of the country mlght need similar skills to. compete

Successfully and t@ permlt transfer frDrn Dne schocﬂ dlstflt:t to anather

s even thcugh at the sarne tlme they rnust remam résponswe to cultural
" diversity. -In practice howéver schools have not been partlcularly

successful in their attempts to force people to fit the same mold or.to

 progress at the same pace. Standardized tests demonstrate ‘ great -
" variance in students within grades in the same school. In schools where
’ students répresent a normal dlstrltjutlon of the populatlon the range of

'student IS enr@lled ie, a tive year dlfferem:e in the flfth grade a  nine

yéar difference in the. nmth grade. .
Thus, the compelling pressure to standardize notwnhstandlng,

. SGhGDlS have found it necessary to adjust to individual differences and to

remain sensitive to unique local t:lrcurnstances Where they have:not”’

. done’ so, outside groups often called it 'to the attention of school

authorities, and if nécessary, exerted pressure to bring about the desired ’
changes. Thus, there will inevitably be seme tension between schools, :

_which are charged with prateetmg standards, and groups of citizens wh::\
’*requnre special attention.

Many observers have called attentncm to the fact that parents and
children do not often see eye to eye. What is probably more important'is
the fact that teachers and parents often do not see eye to eye. Parents

exercise a critical surveillance rale on behalfof their children. The demo- ",
" ¢ratic issue is how to strengthen partnmpstlongnd improve the responsi-- ~*

bility of citizens to monitor schools, This in turn requires finding a better

balanced integration between schools and families that can offset some - L

of the bureaucratic impersonality, size and inflexibility of schools,

Many of the'same organizationdl characteristics we have been con-

',Sidering can isolate schools from the wishes of their clientele. For

example, bureaucratization could ‘tend to circumscribe interaction

. -between teachers and parents, and establish ‘highly |mpersonal and
_ .rcutme type of relatlonshlps The more ngu‘j the orgamzatnonal controls

authorlty system whg:h wull reduce their abmty to respand to the
dernands of parents that run counter to those rules. Centralization can

-also isolaté_teachers from outside contact, for if there is a problem,

parents will gD to the administrator who has the .authority. Coriversely,
decentralization produces more points of contact and pDSSIDIY more
latitude " to respond to requests on an individual basis. Teachmg
experience can have'the same effect. The longer teachers live,in. a
particular community - the rmore SOC‘.IEI cantac:t they are likely to have
with parents ‘

v
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F’rafesstﬂnal tralmny can alsc have nsolatmg efféc:ts meesslanah-

- zation has often been criticized for this very reason, Soclahzatloﬁ into an
- ‘oceupation which has a distinct culture oftén promotes ''a culture gap”

between the professionals and their publics. Also, tfammg can have a

.cosmopolitanizing influence; whu:h turns the professional’s loyaities
-..away.from the.local.community. The better trained professionals have .’

more. cppartumtles to escape physu:ally from ~ problem-ridden

. communities and gravitate to organizations where there is less need 10

~interact with the community. Evep teacher organizations can be a factor.
‘With. strong' organizations ‘to back them up, teachers might be- -more -

" incliried to work™ with powerful commynity - groups, and as a result

L

become less.vulnerable to parents demanding special favors or qmck

SDIutIDﬁS tn problems for whlc:h there are no routme SOIUTIDF\S

l and Qrgamzatlonal fac:tors that créate vanety in the Schools of thIS

c:-ountr),r but, perhaps enough has been said to illustrate sorme ways in-

‘which schools -differ in their sensitivity and. receptivity to outside
influences. Each of us should be on guard against stereotyping and over-

generallzmg about them as we attempt to analyze them, cope wnth them

: and improve them
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Three DIS ' :5§|ons W|th Ccmmeﬁtary
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. In-*'Schools as C)rgamzatlons Three DISCUSSIOF’IS with' Commen-
‘-tary” Dan C. Lortie, Melvir). Tumin, and Girard Hottleman provide the
reader-with various perspe tives on schools. In approach attltude, -and ¥
' substance, the authors challenge teachers to cqnsnder and reassess.

their mdlwdual and collective roles and ‘behaviors. - ' S
" In the first discussion, ""Two, Anomalies and Three F’erspectfves

Daﬁ Lortie. introduces Part Il with a lucid and balanced analysis of some "~
fgndamentals of school orgamzatlon He-describes similarities and ditfer-

. ences between schools and other' orgapizations, The author conveys a -
good feel for the complexities, and sonfe of the issues, underlying orga-

m;.‘atu:ms that- make this field challenging and often controversial.

Lortie dlsplays a degree of workmg iz 'marlty with &chool teachmg
that is rare among social, scientists. He is no apologist nor is he an
advocate or a reformer. The reader will find an cutstandmg gchalar*
taking a cjlspasswﬁate look at schools. The reader will also fnﬂdaperson "
who is ernpathic with teachers and appreciative of their problems.. -
Whereas Lortie focuses largely on the internal features of scHool
organization, Melvin Tumin in **Schools as'Social C)rgamzauons ‘steps
back to place schools in a broader perspecnve After identifying some of
the problems inherent to an organizational, society, he stresses the many ‘;"_
positive - contributions. that large-scale organizations have made to '
modern societies, concluding that they are an integral feature of, such
societies. He also helps to illuminate the critical role that social conflict” |
‘is likely to play if bureaucracies are: to be made responsive tD tha
democratic political process. : .
A highly respected sociologist and educator, Tumin 15 also a
humanist. His warm compassion for the underdog-—minorities, down-

- and-outers, youth, and neophytes—is expressed in-friendly advice to
new, teachers. The wisdom which he shares on how to survive the first .
years in the profession may-provide a sobering, practical aﬁtldate for a
few eager, youthful teachers who rrnght be lmpanem for umrﬂedlate

edycationat reform. - \ L

. Girard Hottleman's remarks in “‘Hierarchy and -Egalitafianism,"
stand in stark contrast with the other two discussions. He is neither dis-
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- .passmnata schcﬂar nor dlsmterested Dbserver He is an mtensely c:cm:

- - cerned practitioner, a spokesman for many teac,hers{
change He not only offers a theory of change, but e also is prépared ta v
.-dedl with the rﬁeghamcs of implementing it. He" attempts to cut through .
_the complexities, to expose the snmpie reality, wméh he believes to be

and an advoaate of .

*tha fundamental - conflict between teachers: and ,thetr 5upén¢:r3 in the-.

h|érarchy His. .approachis provocative. :
In Part I}, Actlwty 2, the instructor is prowdeqw thsorne suggésted N
exercises for infroducing the three papers to and di cussing them with . ¢

Jparticipants-If is suggested that the.reader réwew thé exercises prior to

readmg F‘artll ¥ O T

Section1: Two Ariomalies and ThFée Pétspectivesz
Some Observations on School Organjzation

-. ' | Q‘éﬁ;C. Lortie

=g

H‘"

. We probably should not be Surprlsed when teachérs show Imle
mterest in.the organizational aspécts of teachmg The psychol@glcal
~ center of teaching, after ‘all, lies jn the classroom ‘where ‘teachers
- encounter their major challenges and reap their most valued rewards
(Lortie, 1975). Takén senously, teaching does not leave -much extra
energy for what seem to be remote questions of school operat’ion Forays
into organizational affairs (for example, comimittee service) often rejn-
fosce teacher doubts about such efforts; it is not' uncommon for.veterans
.to 'tell how protracted \wuik, sssmumusly performed, produceg:i no dis- .,
_cernible effect. The inc inatior of most teachers is;to 'delegate’’ organi-
zational matters to adrminie! itors or to those few colleagues who, obvn-
ously enjoy thermn. P -
However such’indifference rﬂay have-affected teat:hmg ‘in the past,
it may be that avoidance of such engagements will prove costly in the
future. Fhat possibility rests on two current trends—the initiation and ex-
. pansioh of collective bargammg and the emerging research-and-develop-
= ment frame of mind. Begause teachars have been somewhat insulated
" from their settings in the past, they have been able to-afford their detach-
ment. Both of the trends mentioned, however are hkely to-reduce the
Jnsulation. s
_* *“Goﬂectwe bargammg is, of course 51 |mportsnt change in teac:hlng
: people e;:pec:ted Its success has re«:!ur:ed the pubhcly percewed inno-
cence of teachers and increased public readiness to impose sharper and'
’ higher standards of performance. For to the, degree that teachers collec-
. tively participate in the centers of power and dedision making, they share

* 32
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"blame as well as credlt for the staté of educatlon Furthermcre t:ollec— '
tive action: praducea collective counter-asser-ncﬁs as we see in wndei

’ spread der’nands for teacher accountablllty American scmety seems to

.be saying, ‘'‘Now | that we pay you more, we expect more,” None of this is
gainsay | the benefits that teachers have obtained thraugh joint asser-

' ness, However, this very success, as edrly proponents predicted, has
jchanged the status of teachers; the ritual pnty of the past, lamentatioris
for **our underpaid teachers,"’ has yielded to a more vigorous 1mage of
. teachers as ac:-tlve in the world of political actron and tough bargammg
This image, in assuming that -teachers are lookihg aftec. thew own
~ interests, reduces the Qt:hgatlan felt by others to do it for thE'P,

The “réséarch-and-development frame of mind’’ is part of a broader

: yshift taking place inh American éducation. To quote Bagehot (1948), we
are witnessinig cracks in the “'cake of custom.” Fewe; people today be-
lieve that there is a single best way to. design a‘schoul bunldmg constfuct
‘a curriculum, define-teachers' tasks, etc.; there are more and more
OpthﬁS available for many facets of school life. Nor aré these-alternative
ways of doing things purely Utopian, for many have powerful backing by

- influential groups such as business corporatlons state departments of
educatlcm federal agencies, and large universities. Although it is new on
the - educational scene, instructional research and development is
already" producmg new -practices that confront school people with the
nécéssny for ghoiage, Plans have moved into realization as some school
districts offer alterndtive programs install computer-assisted instruction, -
-use program buﬁgeis create new arrangements for community partici-
pation, and team and differentiate teachers. It is important to note that
these are not cosmetic. alterations—they reach into the conduct Df in-
struction (for example, see the May 1975 issue of Phi Delta R’appal:;'
They not only challenge conventlonal ways. of thmkmg about clagsroom
affairs; they question the historic definition of the teacher's role.
Members of the teaching. profession may see their core activities _ ~
reshaped by.others. To ignore that possibility is to increase the risk that
the reshaping will notbe to their liking.

It is: for- :reasons such as these, that the writer belléves teachers
should become more involved in studying,-and influencing, the organiza-
tion-of sehool work. More than enlightened self-interest is at stake; edu-
_cational values are also involved. To the extent thatteachers see them-
selves as particularly concerned with instructional values, to that extent
ought they to contribute to whgg is happening in the schools. '

Effective action will requmé’ sophistication about how schools work.

I hope that this paper helps-in that respect and that it will stimulate at
least some readers to further study and analysis. The organization of the

" paper is really seif-evident: It is divided into two major sections, the first
on anomalies and the second on specific comparisons of schools with

- other kinds of DFQSHIEBUDHS 1t chuseS pnmanly on the position of
‘teachers in schools, .
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TW(‘_’) ANOMALIES . - .

o As errnaI organizations, schools and scha@l systems Share sarﬂe

- charagteristics with hospifals; factories, savings and loan.associations,

=, hotels, armies, churches, and other institutions.” But. schools are algo

sﬁ)é«:lal displaying a cambmaﬂon of qualities found nowhere glse. - .

-« Schools and school systems fit into an intricate network of educa-

- tignal. actwltles in local, state,and federal governments,, institutions of

. hlghér EdUG‘EtIOﬂ testmg organization$, accreditation groups, %he courtt

-systern taxpayers’ assa:natlons mternatlanal unions, and chambers of

. ¥commerce, to list only some. This network is sufficiently complex that we

, find. becial fields of study devoted to it; it is examined by educational

E eccm(;mlsts hlstonans sociologists, political scientists, and anthro—

o polagnsts Yet schools, from another vantage point, are ° “simple'’ organi-

_,_;zatlons being essentrally a calle:ts_ﬁ of clagsrooms where_ individual

. 3 rk, largely alone and foriong stretches of time, with groups

- of studants All else seems superﬂuous when cc:rﬁpared with the basic

-.activities of-learning gnd teaching. '

i Slrmlar but unigue; complex but simple. We turn now tc: these two

s a malies’ |n the organizational reality of public edueation.

Ancmaly Number 1: The Shared and the Unique

Formal . orgamzatlons are repetitive engagements of persons who

' are organized tD attain specified purposes and who act in formal roles to

do sa, Qrgamzananal work is divided—and then c¢oordinated—in 4he

" hope that tasks will be done in regular, predictable, and integrated ways,

In schoals, for- EXSEP]DIE different parties make general policy, write eur-

: riculum outlines, féac:h mathematics, and sit for examination. The basis

= far QSHICIDEUOI’IFEFI include voluntary effort (board members), payment

(ad’mmlstrators ééchers . custodians), and le’gal requiremgnt and
general sogial exﬁectatlons for persons of a certain age (students).

.Achieving tﬁe coordination of people assigned to different roles

(partlcularly whgn they ldemlfy themselves with different Dccupatlons) is

. not automatic; Jt’requlres mechanisms to bring it about. One of the major

means used toffattam functional unity is a system of authority that for-

malizes decis makmg and distributes the right to command and the

duty to ob yi HI'school districts, the pattern is a familiar one; A board has

overall =|urlsdn:t|or| administrators have managerial powers, and

teachers are in charge of students., Authority follows vertical lines, and -

the distribution of roles takes the form of a pyramid.
. Although this is not the place for a detailed discussion of the nature
" of foymal authority systems, we should note that general statements can
be made about such systems .and that such knowledge is useful_tq per-
sons ttying to, understand any particular fermal organization. The exer-
cise of authority, for example, is normally problematic both for those who
exercise it'and for those on the receiving end. Getting compliances with
. ' L5 T B :

‘ N

.

e

ERIC

Aruitoxt provided by Eic:



,ﬂi’ ot .
.an arder is not a surenre thmg, for there are mp@rtant condmons to be
;met before even the most official, authoritative order. can ‘or will be
‘obeyed (Barnard, 1938). The reception of authority has its own complica-

tions.-For example, subordinates in g wide variety of settmgs are usually -
. very sensitive to issues of equity and questions of distributive justice. It
""‘rnattersﬂﬁ’le in thig regard, whethér they are a group of vice presidents -
ina carpgratlon engineers building a systém for space exploration, or
sixth graders reacting to their teacher's authority (Homans, 1961):
: ,Persnns flnd It dlfflcult to camply wuth |ﬁltlatIVES that they conader uﬁfalr s

verhc:al systern cf authorlt’ygthe dlstmctmﬁ between Ilne “and “'staff”
authority. The' first is defined as general authority connected with overall
supervision of a specific -unit, such as a school system, a school,
department, or a- classroorn Staff authority, on the. other-hand, is
segrnental and usually reférs to some specialized aspect of the whole, -as
in the case of a central-office specialist working with teachers in several
'schools. There are strong arguments for creating and maintaining these
two systems, which are found in almost all organizations above a givén
gize. Yet it hag been éstablished that conflict is endemic to attempts to -
sustain two kinds of authority in the same organization; staff personnel
--Gomplain, over and over again, of the -unresponsiveness and -limited
_knowledge of line supervisors while the latter charge specialists with
_excessive zeal and narrowness of outlook. Those familiar with schools
have probably seen such tensions between elementary principals and
central-office supervisors or high school teachers and counselors, The
central point is that such difficulties are not unigue to schools; they flow
from the effort to differentiate between the authority of unit responsibility
and the authority of specialized competence. .
Students of organizations have learned that formal statements of
authority and official definitions of working relationships (as in organiza-
tion charts) are rarely, if ever, fully adequate descriptions of the day-to-
day reality of orgamzahonal life. Departures from the formal are the rule
rather than the exception. Oné of the early and signal studies of this
matter was done by Roethhsbérger and Dickson (1939), who found that
factory workers had beliefs and ways of acting that differed sharply from
management’s; the workers, moreover, paced their production in light of
-their VIewpolntS Dalton (1959) later provided us wijth a superb account of
,how formal ‘prescription and actual behavior differ among industrial
workers. School researchers, aware:of such studies, looked for similar
. phenomena in schools and found them. Both Gordon (1957) and Cusick
(1973) uncovered rich-and comphcated peer-relationships and special
. norms among students that are, in fact, barely visible even 10 adults who -
* work in schools, McPherson (1972) described informal relatlcﬂshlps
among teachers. -
1 hope the point that orgamzatlcns of dlfferent kinds share important
attributes has been Suffu:lemly illustrated: a complete discussion would
F:
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take more space than we have here. It seems clear that given the avail-+
able evidencé, it would be unwise for us to argue schools are entwely dif-_ .
ferent from all cher organizations—the similaritiés are too evident. ]
-Schools, however, are more. like some organlzathns than others,
-and we can trace similarities—and dlfférences-—by ldennf’ymg school
characteristics that place them in particular Drganlzanonal categones
" The: similarity/difference anomaly is highlighted by such classification, -
for although schools share important attributes with some other organi-
*zations, they are not exactly similar. When we add up the similarities and
g:ﬁerences moreover, we find that no other organization features quite
the same gombination of characteristics. .
, . Although obvious, it is nonetheless imporfant that schogls are publje
e mstntutlons Financed through taxation, they are supposed to be respon-
+ - sive to the will.of the electorate, a characteristic that Bailyn (1960)
Shnwed to have developed early in the history of American schools. In
colonial.New England, the basic arrangement of having local schools
~ supervised by argroup of leading citizens had already taken shape and is ~
. a feature that remains today (Cremin, 1970). The school board was com-
- posed of leading citizens who were to represent not only householders
using schools, but the community at large, and the system of financial
* - support that emerged—reliarice on local property taxes—taxed ail who
passessed property. (T oday we are, of course movmg 1o greater rehanc:e ;

revenues as well as pr@perty taxes ) The pubhc tax-supported r’nature af
schools makes them similar in important ways to fire and police depart-

ments, municipal and state.universities, and other public services. It also
d:fferent:ates thern from most Arnerﬂ:an Drgamzatmns

‘we compare schools wnh prlvate ventures Busmesses and pnvate_
~ hospitals, for example, set prices for their goods and services that, given
certain conditions, produce revenues exceeding expenses. THe excess
rhakes it possible for. such ventures to accumulate additional resources
and to assugn ‘them to whatever purposes the organizational leadership
chooses: including expansion ‘of services, addition of capital resources,
and in - profit- rnakmg enterprises, profits for the owners. Private
" ventures have, in e§sence, a h:gh degree of Drgamzatlanal autonomy, for
. they need not *'go to the public’ tp authorize particular plans or.expendi-
tures. School systems, on the other hand, are continuously dependent on
the willingness of citizens to pay taxes and to supporfpamcular boards
of education in their stated plans. In some ‘cases, such as a capital
undertaking, special elections must be held. Expenditures are sensitive
todocal political sentiment; it is a tryism that angry cmze: is are not l|kely
. tosupport higher levels of expenditure.
* Public schools face a further. complication that is not found in moSI
prwate undertakings. Take, for example, a furniture- manufacturing com-
pany it lyprcally must purchase lumber and cantract for other costs .
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‘point.] Conflicts may. arise within school s

'b'eforé selling its product; n rmany gomg té banks ar’\d ather benefactors

for loans to do so. It sells its furniture to other parties; in short, its* mput

and “oltput’” problems-are ‘solvéd-in different locations and with dif-

ferent people. Schools, however are confronted with overlap in their

dnput-and - output processes, - in. getting funds - and- ‘‘selling’’ * their -

‘products—that is, in gaining acceptance for their performance. They
must convince .the local public, a large proportion of whom they serve
directly; to support them financially; thus, difficulties. 3t-one end, so to

_speak, may be reflecteg at the other. Difficulties in school may dampen

community Support while low levels of support may inturn create diffi-
culties .in provndlng school services. Schools are "bcund in'""_to thejr
publics in a particularly intense way.*

. . The dependence of schools on-local favor affects thear capacity tc
set and achieve instructional goals. Their leaders are engaged 'in
activities that we call “pelitical,” for lack of a- more specific term.
Because action taken within schools may mf!uence the system's ability
repércussmns of sch@al events Pr@grams may be maugurated because
they appeal to important subpublics; other actions may be vetoed lest
they offend powerful groups or individuals who can influence resgurce
allocation. Prudence is further institutionalized in the standard arrange-

ment that makes the superintendent '‘vulnerable'’: He or she is normally

employed-under a.short-term contract. [t is clear that superintendents

see themselves as vulnerable to ccmmumty pressures; research by Cal-

lahan (1962) and Gross, Mason, and McEacHgn};SEE)écsuments the
ystems, then, as teachers

press for action that admlmstrators deem unwise or as administrators
make requests that teachers find unsunabje Developing and sustaining
clear instructional policies may becorﬂe very dlffucult when the palmcal

environment is turbulent.
There is another COhSéquence of the schools’ dependence on

-public support. Because gcvernment budgets aré}ishartirun! usually

based on an annual cycle- school planning is foresho §£d Long-range
plans {o raise performance to a given level or to elop complex
programs are often ruled out: Plans are also subject to sudden reversal

"

with changes in board membership or the departure.of key administra--

tors. Thiz may explam in part, why so many schoob innovations are
faddish in nature and why we get a rapid succession of novelties and
teacher c:ymcnsm about mﬁovatlon (lﬂﬁovatlons in fact, may be

ules Df thenr own;) To Su!’ﬁ up. the pupln: rfxaturé of schoolmg nrﬂposes con-.

* Although we cannot delve info it here, there 1s anolher important aspect of the school’s
pubiic nature. Unlike private venturés, schools do not go out of business: Under law.
schHools must be available ta the relevant population. This assurance afr:snrmu:?y

' .undﬂgﬁi‘ed/y has important eff‘ér:rs on the wark/ng; of schools, -

o=
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Stremfg thei are riet preeent when orgemzetlone heve euffrcrent flnenclel
autonomy to select and follow a eteedy course of action,’ .

Schools belong to another limited set of organizations, theee thet
deal with persons rather than things. They provide services, but those
* services are.of a special kind. It is expected that successive provision of
the services will produce-changes in’ ‘tHose reeelvmg them. Some soci-
olegiete deeerlbe eueh eervnc:ee as peeple w:::rk’ ! AII eerviee orger\ize

- m the eeee of eehee!e end some othere the reletronehre |e eerﬂeulerly
mtenee for it requires contmumg cooperation and mutual confidence.
" This requires special efforts to incorporate into the orgennzetlon the

= persons who are served; students are, in rnefiy ways, as ‘Much a part of
the school as staff members are. . ,

- . . S8chools, like other orgenlzetrene of therr :kind, fee% speelel
dllernrne 0 this matter of mt:Drperetmg those whe are served, particu-
larly beee; se the nurribere involved are’large and Bbudgets are-normally

. Large. nurrlbere require standardized treatment, the devel-

eprnem ‘anc epplreetlon of“ rules, -and other bureaucratic p'reeeduree

‘Tension cer’t arise between: those routines and the preferences of’

students, and if\tension runs high, it may undermine student eer\frdenee

. in the eehoc;i en, rte eteff Weller (1 932/1 965) deeenl:ed the eehool as.an

kmrj of unrerruttmg beti,e Wlth eer;h Qtl@r Although that deeerlptie N nay. .
) zAV% be rbllrty elweye exlete thet ergé

""'\.'

. :
'geheele\dee| wrth ehlldren end ede|eeeente

_-ﬁ;,—i-. * Who aré ~ihe »heetg of the school? At fr rst g|enee they are obvrouely
Pkt the students. But studénts-gre legal minors whose parents are-usually .
concerned widh their childref ' feteeend see therneelvee as Iegltrrnetely
., involved in'school events, Pargs
_cases, they‘ can be influentig

b

v 'rthermg er reterdmg c:ernrnumty
" support for school programs. Ee 88 parents and-their children do-not
‘always see eye to eye On what &g rtutee good eehoohng the school

 may face a divided clientele. Sib Dgs are glee‘ preperetory institutions,
+ shaping the y ung who_ will ultim ne adult responsibilities.
. Thus, other inférests ere erotht in nd other groups see them-

D

'selves as cglients of the school. E%er “séek suitable employees and

press for.what they consider app te gurricula. The federal govern-

ment becomes concerned abgut its rieede for human resources, both

military and civilian, and promotes particular programs relatéd to those -

“needs. Colleges set up ent% ejeﬁgerde that shape school activities while
= R s o




A patriatic: scu:ieties press to have spectflc values promulgateé in the_
_ schools. Thése are but illustrations of the complex naturé of,the school’s '
c;lientelé and tha tendency fc:r that cllentele to démaﬁd leEl’SE

: sc:ﬁcx:l ;:m:gram l”s no simple rnatter and may reqmre trade—cffs of oF

tives_ to get. acagptance It.may be difficult to concentratg resources to” '

« bring about clear-cut, mutually supportive QB]ECtIVES -

Experiericed teachers aré aware of the second canseq‘uence of °
dealmg with children and adolescents, they are not yet mature. In some -

nd_

Hec:,

respects, teachers are trying to get regular work from Irreqular workers s '

while teaching those who are still learning to learn. in other words, we
can thmk of schc;ol professmmls as makmg up the ‘defu:ut" IFI self-,
(Lame 1975) 'Because students are norrnally m groups the partlcular_'
" immaturities of some.children may force procedures on’ all that -prove
. aliénating; for éxample to maintain ‘order, teachers. may be forced to.
" become more austere than they wish to be. This tehsion between ‘‘disci- =
ptma“ and mstlllmg confidence and enthusiasm among students isoneof
the fundamental issues of working with energetic young people. It i is not
faced in many organizations, and it uses up psycholcgncal resources that i
in other settings can be deployed in other ways. -
_Schools also belong to another class of Qrganlzatlans those that
-use compulsion’ in bringing -about participation: The American legal
gysterﬁ forces all children of a given age to attend some school; teachers
annot assume that students are there as a cansequence of their own
. free choice or even the choice of‘their parents. Our system -of financial

support, moreover,” addg an additlonal element of compulsion because S

“the attendance of stuéents must be closely oEserved and controlled. The
cgncepts of average daily attendange’ and compulsory attenrjanc:e
~ lead -to an “elaborate apparatus of registers, hall passes,’ medical
., excuses, and atiendance officers. Teachers and school administrators
take on, willy-nilly, some .of the functions of prison guards, finding that
much*time is spent on noninstructional activities (Cusick, 1973).
Research by Nault (1974) suggests that compulsion dampens involve-
* mént, for students who were free to choose their own schools showed.
. ‘eonsiderably higher levels of engagement in school. One should not push
the prison analogy too far; school professnonals do CDﬂSldérably more
_than restrain individuals. But it is another facet of school orgsmzatmn
that differentiates the school from most otherfcrmarorgamzatlans andit
~ affects aspects of the school’s daily life.” o
.. We have found, then, that schools are both Ilke and unlike. Dther .
" formal organizations and ‘that awareness of the similarities can be useful -
to our uriderstanding. Yet we cannot deny that schools have their. special
characteristics. which have important consequences. We have no alter-

native but to nbte the anomaly of simultaneous similarity and differénce -

and live with 1;, To voverioak the-similaritiessis to cut ourselves off from &
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growmg body czf kncwlédge about orgamzancns in geneml But if'we’ fail
" to take account of the unique properties of schoodls, we tun the risk not .-
~only of mccrnplete and inaccurate knowledge, but also of. denying the -
partlcular natu re c:f Edu«;:atlorn and lts Speclal rmssu:m m ous same{y '

2 s el
B

o An@maly Number 2 Cc:rnp|ex But SIITI[Z)]E I »
T ‘We can get some help i understandmg the anorﬂaly of smultaﬁe=

-~ ous complexity and simplicity by tracing the develapment of Arneru:an'-

" schools. For some of the confusion induced by-the Juxtaposmaﬂ ofa vast

educational system and schocﬂs as collections of classmams ccrﬁes
from exaggeratmg the sm’ulantles between schools and other kinds of
orgar\lzatiaﬁs We 'hear schools des::nbed as “'big business” becaqse .
they emp1ay over two million perséns and spend billions of dollars an-
nually Some writers use the rhetoric of orgamzatlanél analysis wijthout
- aven !mdlcatmg “how schools™differ ffom General Motors, the Roman - -
=Cathohc Church, or. the United States Marines. Our school ‘histery- will
necessarily be brief and mcomplete but should- be understood as. |n$
tended simply to elicit few SDEGIGI characterlstlcs csf schools. .
Crucial t:ompcments of our modern school system developed very ..
early in our history. School boards, teachers, and students were present
in 18th-century colomal Arﬂenca The :earliest school ‘‘committees”
(they were originally subcommittees of local government) raised” funds
built and repaired the.schoolhousey ahd hired the teacher, One teacher

~ worked with all chifdren—of. whatever age—‘who were sent to:$chool.”. .

- Localism in school affairs got an early gtart and perssted after the fogma- -
tion of the Republic, ftj‘r state goverﬂments were'for many decadés phySr- :
cally remote and politically weak. :

Althcqgh school arrangements varied sorﬂewhat frcm plaz:e to ‘

" place andwtime to time, the usual schiool came close-to the early New

Eﬁgland model well into the 19th’ century. The first rﬂultnple -classroom
school was begun in.Boston early in the 19th century. As cities grew,
such schools floUrished. The office of the principal- emerged, and gradu- .
ally; schopls became collections of clas sses graded by age and gludent
kanleége Additional complexity: soon foll@wed as cities collected these
-schools into systems and placed a superintendent in charge of all the
" schools. The progression was from a school run by 4 sihgle teacher. to a
school made up of a few classrooms and teachers to city systems with
perhaps tens of thousands of slich classrooms.under a hierarchy headed

by & suﬁerunteﬁdem Today we may find: adcilticmal intervening l‘ayers» .

}assomate ‘and asastarn superintendéents, assetam principals, "depairt-
ment heads, étc.), but the basic structure that developed in-the second -
half of the 19th century remains. )
There is an extremely- IrﬂDOFIST’It feature to molice in this orgam—
zational development: The basic building block of schools and school
' systermns has been the aingle classroom in which one teacher works with. -
.a grcup of Studér‘lt‘% Growth has been “'cellular’ through the addition and
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limited specialization of such units, The units:have been graded, and in,
secondary schools, they ‘have been further subdivided by subject, but
throughout the entire period, schools and school systems have assigned
particular students to particular teachers in the expectation that they

would be together for an academic year at a tinte. In elementary schools

today, the teacher normally teaches all major-subjects to a given group;
in se«:cmdary schools, each teacher is responsible for teaching a gwen
SubjEET or subjects to several groups.

Py mention such evident qualities of schools? The aﬂgwer lies in .
observing that their growth has been fundamentally different from that of
industry: Technical processes in schools have not followed the same:
course. There are some similarities, of course; for example, adm|nls=
trative units have become larger, the, amounts of money have grown, ’and
the administrative hierarchy has ler‘:gthened But if we examine the .
development of industry, we find that'it has "developed through tech-
nology coupled with intense specialization, resulting in ever-increasing
interdependence among those employed. Machine and automated tech-
nologies have produced ‘‘smaller’ jobs, and because each job has
involved .a more limited set-of tasks, the compections D {ween it and
others have intensified. By comparison, the role of the classroom
teacher today is general rather than spec;ahzegj Furthermore, unlike
persons working in industrial settings, teachers perform a large propor-
tion of their basic tasks without interacting with other adults; the cellular
structure of schools means limited rather than intensive interde-
pendence. And, of course, there has been in education no equivalent to

“industrial gams in productwﬂy teachers must still spend many hours with

students to obtaln results Teachmg in the lingo of economists, remains
“labor mtenswe ' - ,

The enormous apparétus that has developed around education is
certainly important in_its own right; today schooling is considerably less
local in outlook than.it once was. Social changes account for much of
this: communication, trave!, and growing interconnections between
governments and other agencies have moved us toward a national cul-
ture of education (Campbell Cunningham, McPhee & Nystrand, 1970).
But. to describe the vast superstructure ofi)ducation as a single head-
quarters directmg a vast, interconnected corporatlan wouldbe amistake;
it sits, rather, over an array of school districts and schools still marked by
internal independence rather than close interdependence. lts influence
is undoubtedly genuine, for it generates funds, ideas. and political pres-
sures although some of these efforts, representing divergent points of
view, may cancel each other out. We.need considerable research, in
fact, to understand better how this plethora of organized efforts actually
influences classroom instruction.

We can now restate the anornaly in at least slightly t:learer terms.
Education does feature an enormous and complicated array of govern-
mental and nongovernmental groups seeking to shape it. But.the core

29 :
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acttwttes of schaals—day -in, day- out learning—occur in individual class-
rooms monitored by individual teachers workmg for long stretches of
time in isolation from each other -and without close surveillance by
administrative superardthates Schools are still CDmpOSEd of influential,

", somewhat isolated subunits called classrooms,.and technical processes -«

of instruction continue to be dominated by lectures, discugkion, demon-
strations, etc., as they have been for many decades. As vet, technical’
changes have not rearranged instruction into anything like the interde-
pendence that we find in factories and other work places marked by htgh
technology. Schools can be seen as federations of effort rather than ;

closely controlled mechanisms responding to central management and '
engineerihgliké mahipul‘atiah Qompared to other systems ’c;tf wcrk

§ d!SCtEtIDﬂ by classrocm teac:hers.

. THREE F‘E’RSPECTIVES‘ T .

Cgm;‘:arisch as we have seen, helps us to place what we are study-
ing irf a broader context, pointing out special ¢haracteristics and drawing
attention to features that we might otherwise miss. In this section, we will
undertake a foclised compartsch using three aspects of crgamzat:ons
that have received considerable attention. The reader will find that these
spemtn:s are Iess exottc than they r'nay SOUﬂd at fi rst they reter to facets

Bureaucratization, or, the. Prevalence of Rules

Most of ug, from time to time, get the urge to use the term “bureau-
crat'’ as an explettve particularly when we run up against same official
who seems detefmined to obstruct our needs with some petty rule. How-
ever, the term alsp has a technical, less-heated meaning, originally
developed by Max Weber, the giant of social science in Germany at the .
turn of the century (Gerth & Mills, 1946). Weber was interested in the
sweep of human history and in the kinds of authority revealed there; to
him bureaucratic authority was a distinct and relatively efficient f6rm,
observably different from the charisma of outstanding figures or the
traditional authority of kings and others like them. Today, in just about
every modern organization, we find to some extent the characteristics
that he gssociated with bureaucracy.* But we also know, on the basis of
everyday experience, that some argamzattohs are 'more bureaucratic"

¥ Weber's E@nceﬁt‘ beuresut:rasy included several compoanents. There iz a division of
1abiBr that permits specialization and expertness. The authority structure is hierarchical.
@fﬁf‘ial actions ér’nj détii!;‘it:tnf; are gaueméﬁ by a System Df I‘LIIES and regulatirjns

are Iikély to Dé the sburce t:f lrratlﬂnahty There is a career system ft:t[ folC‘IEL: tﬁat
fealures hiring on the basis of atiested competence, appointment rather than election,
and payment by saiary. 49 . 3
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than others. For example, we implicilly recognize the difference .be-
tween the intricate, massive rule system under which the Internal Reve-
nue Service operates and the free-wheeling atmosphere of an avant, - '
gatde art school, The latter may be run in ways that meet minimalcriteria
of bureaucracies, but no one would mistake it for a branch office of the
tax colle€lor, We find it useful, in short, to think of bureaucracy as a
matter of degree, as a continuum on which we. place different kinds of
organizations or different organizations of the same type. (One army unit,
for example, gay be appreciably more bureaucratic than another.)

Bidwell, in a much-quoted article on school organization (1965),
argued that schools meet the mirimal criteria for a bureaucracy, but are
toward the lower end of the bureaucratic spectrum; they are marked, he
said, by ‘“‘structural looseness.” He accounted for this looseness by
pointjng to the tension between bureaucratic behavior as impersonal and
distant, and the requirements in teaching for quite opposite kinds of
behavior—warmth, empathy, attention to the individual child, et¢. What
is needed in teaching, in short, is not what is called for when a govern-
ment agency deals with members of the public; the classification of each
event and the application of a preselected rule are not suited to relation-
ships with students. Too much emphasis on bureaucratic forms would
reduce the school's capacity to meet its particular goals.

. Lortie (1969) saw schools as applying different kinds of rules to dif-
ferent aspects of their organizations, arguing that while some activitiés
are highly bureaucratized, others are not. For example procedures for
spending. and accounting for funds are in the zone where **hard rules’™
apply: everyone involved is expeéted t6 cohform to highly specific rules
and can expect literal and forceful supervision in such-matters. In other
-areas, however, there are ‘‘soft rules™ and gentle enforcement. The.
language related-td-eurriculum, for example, may be permissive, vague,
and suggestive rather than mandatory, specific, and diréctive; people
may speak of “‘outlines” and “alternative possibilities” rather than
detailed instructions on how to fill out form 348-B. Itis interesting, in fact,
that the central commitment of schools—the provision of instruction—is
generally less rule bound than more peripheral functions, thus. the same
individual administrator may be directive in some matters. permissive in
others. The sensibilities of teachers, moreoyer, seem to coincide with
these zones: the 'same teacher who would resent any “interference’” in
his or her classroom work may criticize the principal for being too lax in '
making sure that other teachers do their share of hall duty. )

Recent work by Hanson (1973) has built on this earlier view of par-
tial bu ‘eaucratization in schools. After close-in study of California
schools, Hanson developed '‘the interacting spheres model’" to account
for relationships between teachers and administrators. Teachers and ad-
ministrators are depicted as occupying different spheres of influence,.
with different kinds of décisions delegated to each party. Administra\ors
for example, may hold clear title to decisions concerned with secunty,
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‘both in terms of their position relative to other syste

the-allocation of resources, boundary matters (such as relananshlps be-
tween the school and the community), and evaluation, but teachers claim
mstrut:tlonal decisions-as their domain. Both parties engage in various

‘types of maneuvers to defend their terrain and to find resolutions for

issues that have no obvious location. Hanson believes that the bureau-
cratic model is poorly suited to 3|tuat10ﬁ3 where professionals are super-
\nsed for it makes too little provision for the judgment and dISEFEtIOﬂ
exercrsed by persons in professional work.
Much research remains to be done on bureaucra lzatlt:m in schools,
ﬁjand the variations -
(and consequences of such variations) between diferent schools and
school systems. At this point, however, it is possible to say that 'schoo}s
are not at the extremes of the continuum. For example, Kaufman (1960)
described how the ranger’s work is controlled by hundreds and hundreds
of regulatzcﬂs that are regularly updated. No teacher or principal con-
fronts a rule bock of the kind _encountered by the forest ranger. But
neither are teachers and prmc;lpals completely free of rules and

- specifications laid down by the state government, the school board, and

others; their work is considerably more regulated, for example, than that
of physicians in a clinic or professors in a private institution. Rules play a

. ‘large enough part in the daily life-of schools to receive clese attention
. from those who would understand them better and from those: who would

like to see them operate more effectively. This is particularly |mpc>rtam
Smcg greater state participation in financial support may lead to greater
buréaucratization of schools in general (Lortie, 1975).

Professionals in Organizations

The classical model of bureaucracy does not deal with the fact that
in some settings, subordinates who do the core tagks of the organization
define themselves as professionals with special competence and par-
ticular rights to autonomy. Technical work may be done by persons with

- few skills and little training, aa.in factories hiring unskilled or semiskilled

workers. It may, on the other hand, require special skills and protracted
preparation. Drgamzat@ns are pressed to adjust to the characteristics of
those performing core ‘tasks, be they insurance clerks, welders,
surgeons, or salespersons. How do teachers fare 'in this regard?
Specifically: how do their prerogatives compare with those at the ex-
tremes of high professionalization and no professionalization at all?

We will compare technical personnel in different settings, using
three sets of criteria found in the literature on organizations. One is the
scope of the discretion allowed to the technical person—over how wide
a range is the person expected to make his or her own decisions?
Second, how often is the subordinate’s work reviewed, and what-are the
consequences of a negative evaluation? Third, we will inquire into the

- pasmve powers possessed by the professional group; th much formal
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authority does the-ca!l_eague group havé in‘operating the organization? -
-The worker on the assembly line has an extremely low level of-

- personal discretion. He or she must comply, in great detail, with opera-

tions designed by management, closely supervised by superiors, and
paced by workings of ‘the machineé system. At the other extreme, the
surgeon in & hospital is expected to make decisions about the qourse of
treatment without direction from .administrative superordinates. In the
middle ranges, we find news reporters, beat police officers, and nurses
making decisions, but doing SO within clearly established hmng and

. under the close supervision of orgamzat:omal superiors,

The discretionary scope of the individual teacher varies with' ex-

and local reputatjon; persons who have demonstrated competepce

‘through time or who possess scarce, specialized knowledge normally

receive less supervision than others. Teacher discretion in general is a
mixed case, being broad in some respects and narrow in others.
Teachers usually have considerable autonomy in handling the:inter-
personal aspects of teaching. Although there is normally a local defini-
tion of what constitutes an acceptable level of discipline, teachérs handle

- specifics 'such as timing, ‘pacing, and the myriad details of classroom

management—areas of autonomy that receive support because of their

- physical isolation-and because of informal norms inhibiting intervention
in classroom affairs by administrators. Yet teachers are normally

"

+

expected-to work within the confines of a predesignated curricdulum that
places limits on what they will teach; individual teachers jn most schools
(with exceptions in experimental settings) have little say on general
content. Mgpreover, local situations have their local taboos, which
teachers soon encounter, and it seems that when teachers violate such

taboos, their power to offset recrimination is low. (We tould use research

on how such taboos and their effects are changing under circumstances
of collective bargaining and altered Ilfestyles ) . -

In contrast to others in the middle ranges, teacher work is reviewed
at relatively infrequent intervals, a fact that points to greater autonomy;
and review' is normally not as threatening to teachers as it 'is to
those in the other fields. The reporter,’s work is visible to superordinates

~ on a daily basis, and superordinates may, in fact, alter the reporter’s

stories before publication. The police officer works in a military-like

system, clearly under orders and surveillance from superior officers; his

‘or her actions can be reviewed at any time. The nurse works under the

direction of senior nurses’and physicians who feel no compupétion about
noting mistakes and taking action. Beginning teachers are reviewed
annually, and decisions abeut retention or nonretention are made for that
period of time, but the most striking difference between teachets and
others lies in the reduction in personal threat associated with tenure
arrangements. One must be careful, of course, not {0 exaggerate the vul-
nerability of others—for example, police officers are usually protected



O

ERIC

Aruitoxt provided by Eic:

by civil service rules, and informal norms proscribe the arbitrary fmng of
news reporters or -nurses—but teichers can count on continued

employment to a considerably greater extent than most salaried -

~ employees can. Economic securlty reduces the danger posed by

superordinate-review and bolsters  autonomy. Also, because the largest-

*single category of teachers working today is constituted of married

women'-few of whom aspire to administrative pasltnans Superordlnate
nfluem::e over personal goals is further reduced. v

" Thé relatively broad scope of-discretion and the comparatively in-
frequent and-lower threat of review are not, however, matched by cor-
responﬂing p@sitive powers fDF the teacher group 'Ih this régard
sars in TTIE]DF umversmes or physmans in hcspltals nor do they ﬂotlce- "
ably surpass others in the middle ranges. Teachers may, of course,
serve on commlttees dealmg W|th wnjer sc:hool rnatters but althaugh
remains essemlally adwsory In formal terms tear:hers are not part of
the governance structure of the public schools. All such formal powers:

grest with the school board, and in some jurisdictions, spec:mc rights are

also ascribed to the superintendent. Collective bargaining contracts may
put limits on what school administrators may require of téachersinterms -
of effort, time, etc., but they rarely increase the joint capacity of teachers
to initiate activity within the school system (Perry & Wildman, 1970).

' Professors, by contrast, not only determine the content of the courses

that they teach, but they collectively (through departments, senates, etc.)
shape their institutions. Professors also play a major partin deciding who
joins the - faculty and their subsequent fates. Similar powers are

-exerncised by fnedical staffs in hospitals. The assertiveness of teachers

has centered on limiting the ability of superordinates to influence their
work aﬁd peré@ﬂal iﬁterests it has do'ﬁé reiatively Iittle to make teachers

Seen - 8s DTOfESS\IDI’Ials in orgamzatlaﬁs, then, teachers are
anomalous. They have comparatively high discretion in*matters of
method, high job security, and freedom from incessant review. As a col-
legial group, however, they exercise no appreciably greater power than
those in other middle-range occupations such as news reporting, nurs-

" ing, or pCﬂlCé work and less than those in academics and medicine. Al-

though teachers have built certain protections through their associations
and unions, they do not exercise shared authority’ over instructional or
persmnel matters. and the individual teacher has limited at,nlntyf o shape

super@rdmates will make all p055|ble effgrtg to facilitate thenr work anc
help them earn their psychic rewards (Lortie, 1975). In many respects,
teachera remain dependent on the good will of admlnlgtratlve superiors
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" arrange their work as they think best. :

- refer fo the activities and know-how connecte

L3

and parents; their freedom from intervention exceeds their freedom to

# £

On Technology :
The word technology conjures up, imaggs of interlocking gears,
bubbling beakers, and throbbing motors, but wg can also use it broadly to
with the basic tasks of an
organization. The term combines two related dets of ideas: the ways in
which,wark is processed, and knowledge of ause-and-effect relation-
ships underiying that processing. In the first serse, that of work-flow, we
can readily identify the technological styles o% schools; as far as the

- second is concerned, school technological knowledge suffers from

general weaknesses in our knowledge of human behavior and our lack of
a scientific pedagogy. * B
Thompson (1967) presents a threefold scheme of technology that

“can help us examine the case of schools. One type is mediating tech-

nology, in which work-flows center on bringing persons together and
satisfying their diverse needs, as in a bank where borrowers and savers
pool their xrequirémer\ts, The second type' consists of long-linked tech-
nologies, which emphasize the need to perform steps in a particular
order;,automobile-assembly. is an excellent example. Standardization of
procedure plays an important part in both mediating and long-linked
technologies. In assembly-line production, standardizing the product
maximizes control and permits those managing it to iron out difficulties
with experience; in mediating technologies, the needs of participating
parties are processed through a common set of standards, as in a bank
where bookkeeping is routinized and categories are set up for designat-
ing-different types of loans. Thompson's third type, intensive technology,
does not rely on standardization, for in this type the emphasis ison the
individual project or the individual. Work processes are organized around
the particular needs of the individual case. and work is paced by
feedback about it. A general hospital epitomizes intensive technology:
the treatment of each patient (for example, bringing specific resources to
bear on his or her illness) is supposed to-occur as the condition dictates.

School technology is illuminated by Thompson's categories. School
technology is partly mediating, for it brings teachers and students to-
gether. Even lllich (1971), who would do”away with schools, found it
necessary to suggest alternative mechanisms for bringing would-be
learners together. with those having the knowledge to teach them.
Schools are also long linked, for sequence is the essence of grading and
is integral to the progression of learning in some subjects. Schools are
occasionally intensive, as when they or individual teachers can provide
for the special needs of individual students. Their regular modes of
operation, however, involve.'batching’” students into clagses and mov-
ing them through a predesigned set of learning experiences. Perhaps



because they have stressed mediatify and -long-linkéd IEChﬂO|OQIE‘J
schools have relled heavul!r on standardization procedures such as
standard grading, standard curricula, fixed polu;les for admission,
promotlaﬁ and graduation, required subjects, etc.

Current trends and auguries of change seem particularly relevant in
this matter of school techﬁalogy Many of the pre&urev now, playlﬂg on -
- schools—and ideals_ of -& future desirable state for .therm—posit
' considerable shift in regular modes of opération. Cellular structure and

standardization are challenged by innovations that stress greater team-

work among professionals and greater |nd|\i|duallzatlan in instruction.

Critics who attack schools as “lockstep™ or "'inhumane’ or *'nodt diverse

enough' reject past criteria based on the presumed desirability of

uniformity and standardization. Irnpllcltly or explicitly, they are calling for
schools with. more complex and sensitive repetloires of experiences for
. Students. We can see a similar shift when those administering reading
programs talk of *'prescribing"”’ particular mixes of teaching content and
methods for individual students or when experimental projects are

«designed to “tailor” programs to they needs of Studem% When public

- schools offer alternative programs and announce that they do so
because diffésent children benefit from different approaches, they are
moving toward intensive technology and deserting earlier ideals of
standardization. All of this takes place in a time when bicultural
education, special efforts to help minorites play a greater role in schools,

- and othér programs emplhas IEII’IG cultural pluralism further erode the

notion of the "‘one best system" (Tyack, 1974).
We must exercise . caution in projecting the future from current

emphaseg ‘How does one measure the strength and staying power of
any given theme when fads move in and out? Yet those involved in
schools might be advised to watch such movements away from the work.
processes and assumptipns .of the past; it may not be long before
teachers and administrators find themselves COﬁStFthlﬂg a new school
technology that is complicated and difficult to operate. Whatever form it
takes, it will in all probability require considerably more. interaction
among professionals and feature considerably more organizational com-
plexity than we have heretofore seen in public schools.

SC)M CC)NCLLJDINC COMMENTS
The Sy.stern srhoolmg that we have examined in the preceding
pages was developed durmg the 19th century and elaborated in the 20th.

The first tagk, one of enormous magnitude, was to &reate schools that
wauld be avaulable to ali young Amerlcsh‘a It |s one of the achuevements

sr:hoolmg That ,ygtem was bum acéorzdmg fo Qrgamzatnoﬁal odea;
available at the time and in terms of values that were paramount then:
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Schools weré to follow hierarchical principles and stress uniformity in
procedure; equality of treatment would flow from carefully administered,
bureadcratic arrangements. Teachers were subordinated at the end of a
long ladder of authority, but protections were developed over the years,
such as tenure, payment by seniority and education, and later, collective-

_bargaining agreements. Although informal norms devéloped to soften the'
- impact of hierarchical authority

official powers remained at the apex of
the pyramid, and few explicit'powers of governance were granted to
teachers. Joining with other pressures in the same direction, the system
encouraged teachers to "'privdtize’ their work (Lortie, 1975). Teachers
came to focus their concerns and engfgies on classroopa affairs, leaving
other matters to administrators and to others interestgd in '‘educational
politics.” = ' N

 Tesefi@ks’ lack of concern about the broader cintext%of schooling
rady, howevey, be less desirable today—a possibility that | mentioned at
‘the outset of this paper. Shifts in school finance, for example, are placing
increasing powers in the hands of state officials who operate at-a
distance from local schools. Will they honor informal restraints on

\authority practiced by local school officials? Or will the increase in state

parlicipation result in @ more ggreaucratie systemn in which teachers and
administrators are pressed info a civil service/mold?

The research-and-development framé of mind, coupled with trends
toward more individualization of instruction, may lead to important
changes in instructional programs. Parents, for example, may démand
more choices for their children; such demands might lead to voucher
systems, more-glternative schools, or some as-yet-not-visible approach
stressing less standardization and greater-attention to individual needs
andior preferences. What are currently experiments in ‘technical
intensity may prove attractive and spread. If so, new.structures,
featuring teamwork among professionals, will emerqe. The image of
instruction as primarily a.relationship between an individual teacher and
a group of students may give way to complex new patterns that'combine
diverse resourcés of personnel and varieties of new techniques.
Teachers who define instruction solely as that which occurs within their
own classrooms may find themselves lords of a shrinking domain.

Teachers who wish to retain and increase their influence over
instruction would be wise to increase their awareness of the confext of
schooling. They should keep abreast of new developments and join with
colleagues in exploring, testing, and assessing novel approaches and
claims coming from various innovators. Collegial action will require
closer working relationships with peers, and effectiveness in joint
activilies will be incréased to the extent that teachers are familiar with
the intricacies of their work settings.
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Section 2: Schools as Social Organizations

Melvin M. Tumin

A distinctive feature of all modern industrig] societies,is the fact that

a majority of both the adult and child populations spend most of their o

energetic waking hours inside large scale organizations. For the adults

this means at their places of work; for the children, this means at their

schools. The individual offices, plants or schools where these hours are
spent may be relatively small compared to the larger organizations of
- which they are members, and some of the impact of largeness may
thereby be reduced. But there can be little doubt that large overall
organizations are dominant and influential envirQQmems in the lives of all
who live andwork inthem. | _

It is also characteristic of modern industrial societies that the
influences of these environments of large scale organizational life are
‘democratically distributed, in the sense that they commonly aftect those
who sit at the top of the ladder of occupational prestige and income,
(such as professionals, managers and directors of large corporate
. enterprises), those in the middle of the ladder (such as teachers), and

those at the bottom rungs of the ladder (such as unskilled manual
laborers). In sum, the influences of membership in large organizations
are a common, shared fact of life, ' )

THE CASE AGAINST TECHNOLOGICAL SQOCIETY
Yet, the' terms in which those  democratically spread. large
organizations are frequently characterized are such as to make them
appear not only totally undesirable but indeed unnecessary and
avoidable abominations. e ' ]

4 Thus, such organizations are commonly described, often with much
adverse feeling, as bureaucratic, impersonal, cold, heartless, inhumane,
machine-like and alienating. Moreover, they are often seen as the
deliberate creations of inhumane and profit-crazy entrepreneurs: and
power-hungry bureaucrats, and it is alleged that such people have
deliberately chosen this monstrous model of prganization to inflict on the
powerless masses of mankind in preference to a number of alternative
organizational models that would be far more positively resonant with the
best of the human spirit and far more mindful and conserving of valuable
qualities of mankind. ; : C

Similar terms and ideas are commonly used, as well, to denounce
technological industrial society in general. Here the accusation is that
machines have gotten the best of their human creators; that these
machines have acquired an autonomy of their own; that they dominate
humans: and that in the process they deplete the human spirit of its
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- rlchness human ife of its vnahty ‘and human’ soclety of its humanity, -
Here too it is asserted that technological society is not necessary; that it
o3 _is an evil of which we can rid ourselves: and that we are afflicted by it
{ only because enemies of humanity dehberately employ machines on be-
. :half of profits, in utter disregard of all other human values.

« This antitechnokogical, antiorganizational point-of view is often most.
=L""_ etoquently and heatedly expounded on college campuses. Nor is it
“strprising that col!ege youth should adopt this critical posfure«For they
_ consfitute the’ segment of the population that is perhaps freest of the
Heplored mfluences of modern -industrial life. Moreover, they have a
cpphpucus exposure, in their courses and readings, to a variety of.
* viewpoints, both historical and coﬁtemporaﬁeous from which to criticize
nfe in rr’bdern society; and they have the légure and luxury, more than
1+ . glmost aftyone else, to read and think aboutand debate alternative life .
Styfes requently, t00, they are formally rewarded'in their courses, and
rq]ally by their peers, for imaginative envisioning of such alternative
|fe §tyles ‘especially those that might reduce the undesirable impacts of
rgescale organizational enwrorxrnéms and that might even com’:ewably

_eis gnplememed :

E‘ﬂ'l W|II at some tlrne in the prommate future be requlred |f théy are .-

e theif”livelihoods, to* join the rest. of the. adult world in large
drgahizational environments. That being their preglictable future, it is
surely of the utmost importance that-they should come to understand-the
structure and.functioning of such orgamzahons all the more so if. they.

’ mtend either 1o try to ward off the feared dehumamzmg influences, or,
even more adventurously, to alter those environments so. that their
impacts may be more humane. Such ‘an understanding can be greatly
useful, of course, to those about to enter the teachihg profession. For
school systems are good examples of large scale organizations ard
share many common features with all other such orgsmzatloﬂs
however much they may differ in other fegards. :

SOME USEFUL POSITIVE PERSPECTIVES ON
- TECHNOLOGY, GROWTH AND ORGANIZATION _
. Some general perspectives about industrial society and large s qc:aTe

orgamzahons may prove useful in'coming to terms with the problems in
front :

They are Impersonal, Natural Developments

First, it is crucial that these features of modern life be seen as
impersonal, historical, understandable Qccurrenceé that arise quite
naturally, and without plotting or CDﬂ spiracy, in the course of societal
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They Have Brc:ught Many Beneﬁts d"“"ﬂx

growth and expansion. This view contrasts Sharply of course with that

" which holds that industrialization and large scale organization hdve been -

maliciously and deliBerately foisted on a powerless and gulhble
population. Now, to see- these dewvelopments as natural, impersonal
social progesses is not to affirm the desirability, of growth, but only 1o

‘note that the dynamic of growth has been a central feature of

industrialiZation since its onset. If therefore a “‘no growth or “'zero

- growth" theme:seems fiow to be commanding greater public attention,

this has fo be understood as a reaction to the 'growth- -is-godd"’ theme
that has dammated modern mdustnal life for mare than 200 years B

';;,,

- Seccmd )
have benefitted duspr@pomoriately from the growth}of SDCIEtIES and of
orgamzatlons within them, there can be little doubt that many important
and widely shared. values have ‘also been served. by these- ‘growth

features. Health has béen improved: longevity increased. ané more:-- -
: 'dem@crahcally distributed: infant mortality cut down sharply; real income

significantly improved; desired c:onsumptlcm goods made widely :
available, democratic gcwernment reinfofced: educational opportunities .

extended beyond anyone’s earlier imaginings; immigrant populations far . .

more easily incorporated into various societies than would. otherwise

ever have been possible; illiteracy virtually exterminated; fast arid cheap - -4

communication and trsﬁspartatlﬁp\ and entertainment and dlversgn &f

" the greatest variety made available to masses of people ' a

| need not recite the counterbalancing negative values of pollution,
and crowding, and mass wars of great destructive powers, and new
forms of exploitation. Those are the well-known particulars of the bill of
indictrment against modern industrial society. Rather | list in some-detall
the gains that such growth has made possible so that it can be seen that
growth and industrialization have not had unilaterally negative effects, '
but that: to the contrary, there has been a significant value tradeoff. Theé
balance of desirable and undesirable outcomes of growth and large size
has to be judged. But such judgment will be neither well informed nof

_ heipful if the mlxed value outcomes in the.tradeoff are T‘IGt recognized.

" These Benefits C’Guld N@t_:Dtherwise Have Been Realized -

Third., it can be shown that the valued outcomes recited above are in
large part due to efficient organization of human and machine labor in
large organizational networks. That is, the valued outcomes are not

. simply accldental or incidental {o the industrial growth process. Rather, i

many if not most of, them simply couid not have been achieved without
targe scale industrialization and orgamzatnon Thus, without being able to

_specity exactly what are the sizes of Crltlﬁal masses of peaple that are -

iz
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O

ERIC

Aruitoxt provided by Eic:

needed, or\e c:aﬂtsay é‘gnfndently that substaﬁhal agg f pegple

-'Iwmg in fairly densély populated plages which we. call .cities, are
indispensable if one is {o have mu;eums libraries, theatres, opera

houses, concert - halls, variegated 'shops and départmént stores,

' "hospltsls universities, and well-equipped schools.-

Above all, if large Aumbers of people ara to be emplgyed at decent
wages they must be aggregated into common places of work: and if their
productivity is to {ne , 50 that there can be genuine increases in
their real standards of Ilvmg then'machine enérgy must increasingly be
substituted for-Hurman energy Someone has recently calculated that the
amount-of machine energy.pér capita in the United States today is eqgual
to what’ cguld be supplied if gach person had between’ 100 and 200
slaves. Same may:think that a more desirable state of affairs. Needless

. 10 say, one would have to wonder what _the “slave Population. would

K

X

=

.managed 1o approximate any version.of such decentrali

_consnderdesnrable -
Civen Today’s chpulatigrﬁ{ There Are No Alternatives

Nor is it reallshc to talk gf ﬁUmEFOUS 2allernative trade-offs avallsble
16 most of.us. Unfess one wants.to falk of triage, i.e. . ¢hoosing who is to

live 'and who is to- die, or, on a mere modest scale: whg isto enjoy life and/

who not, we have few if any alternatives to efficient large scale organiza-
tion. One dan test this out easily by asking oneself what one would do if

' one were in a city whose population included one million children of- .

school age, 6-18, with perhaps 300,000 of them or maqre wanting to go on
beyond a 12th year"to some advanced education. How would ong go

about,” providing anything resembllng education for those- numbers?

Idyllic’dreamns of small numbers of ﬁtudems engaged in Unwalled educa-

-tional exchanges with kindly proctors and T‘nemars may be fine and even
" realizable for ‘small numbers, but what do we do with a mulllgﬁ .young
.people all of whom, by any just theory of entitlement, are equally entitled
- towhat our communities have to foe;‘?ow could we deschool them? Or

train them outside the walls? How
a(:hneva excéept in organized schools? i

One might argue that one doesn't’ ﬂeed high Qchoalf that 'contain
two thousand students-in one massive complex: that one could have

) much smaller umté‘perhaps like revldenhal colleges, and perhaps tHat -

would, be possiblé IF one could secure consent and support from
taxpavyers for the doubling,-trinling, and quadrupling of school costs that
such new ventures would- unadvoidably entail. But that 'if'" fa a very
large "if,"" and only the richest school districts in the coumry have
tion.. Gym-
jéaﬁng and
\ any good

nasiums, libraries, laboratories, playgrounds, auditoriums,
cooling plantq all of which are indigpensable features

’schgol require large sums of money and any effort 1o prowdé them for

= 4}%

uld we ‘even achieve the bare .
- Jiteracy tHat deplorably is the most tHat a niumber of quch children ever

3



'A,{gnumergus.‘ srnall deceﬂtrali?_éd aggregates “of students involves

horrendous costs that most taxpayers are simply unwilling to bear; |t is

.m0 accident, of course, that rlumbers of small school dlstrn:ts that

cornrrianly desire -to provide their Studéﬁt residents with decent -

..~ educatiogal faclilities have had.to aggregate through regionalization to
" . collectiv y afford that which none of them could afford on their own.:

‘Without now pursuing other alternative schemes for -the decen-
" tralization of .educational organizations;-| believe it can be firmly and
. correctly. tlaimed that relatively large-size school organizations are the

predictable environment of educatipn in which most students and most
teachers in this  society will study. and play and work in the future,

.. assuming, that is, that we continbe to value education for all, and_=
““continue to believe that all are equally’ entmed toas good SChDDIInQ asis -

pQSSIbIE and for as long as pgsslbre

' THREE MAJOR CHARACTERISTICS
. OF SCHOOL ORCANIZATION
N We may now ask what are the characteristics of school ‘organi-
. zations with which new-teachers must learn to deal? ’

. First we may specify three features which. school systems share
- .with all other large-scale ' formal organizations. There are:- (1)

bureaucratic grganization; (2)- hierarchical distribution of power andv' -

responsibility; (3) varied constituent memberships and formal structure. .
. Some of the Wnpln:atlons of each Df these three are worthy of‘bemg
drawn out. .

Bureaucratlc Strur:ture a

While bureaucracy is gften used as a drrty wgrd it is an
indispensable term to characterize the structure that any organization of
large numbers of people is virtually forced to assume if it is to operate
" .with any degree of efficiency atall. The many tasks the organization has

to perform have to be.divided up ana‘ assigned to various bureaus and -

functionaries, with specific and explicit sets of responsibilities, and the

correlative powers and rights they need to carry out their functions. Such - .

- organization of functions into bureaus, with delegated rights and
responsibilities, provides orderliness, predictability and accountability.
At least it makes those things far more possrble than would otherwise be '
~ the case. It enables people to *‘count on'’ others;-to know where to turn
fgr help with various kinds of problems; to know with reasonable
certainty that people will be at specified places at Specrfred times, doing <
what they are supposed to be doing. Such organization makes it possible
to detegmine the source of difficulties when things are not going well,

43

37

\% .



e : - . :E
_ Whenever bureeuereelee fenl to function well, therefore the fault:
hes not in the fact of a bureaucratic structure as such, but i m the failure of

- its human’ rﬂembere to perform eecordlhg to prescription, “schedule and
- *. expectation. Since human beings frequently do not peiform according to

- expectations, the structures in which. these expectatrone ere embedded
frequently do not function well. : :
When this is the case, theh one must eek whet is at fault: Are the

\

expectations too ‘high? Are the resources required for adequate job o

functlen edequete‘? Are the lncehtlvee and motlvatlone for eonecnenhoue
.‘tremed fer thelr ‘tasks? Have they beeh eecuahged mte the ethle of con-
_-8cientious work? Do they have adequate identification with the require-

ments and goals of jhe ergamzatlon or do they'seek to maximize their
. individual edvantag within the organization? Are superiors inflexibie
“and Ieckmg in underfstandmg‘? Do the lines of communication function
adequately? Do people know what they are supposed to do and why? And

when? AIf of these are possible sources of the melfunctnemhg of. -

bureaueretle etrueturee

' bureeucreenee it shouid be noted that w;thout eueh a torrhel etruet_ure of
status, or positions, and roles, .or sets of rights and responsibilities,
matters. would .almost surely ‘be ifitolerably worse. For .the real
breakdown of collective human éffort occurs when the division of labor is

: uhelear wheh powere end hghts are unepec:fned wheh expeetetlone are

There is not adequate tlme here to go into the numerous etudnee ‘of

: bureaucrecvee and their funetlehihg to reveal the major types of
understandings that have been develeped Suffice it to'say that however

much we may rebel against such formalized structures of collective

work, no adequate substitute has evér been discovered. The model of
communal, equal, spontaneous cooperation that so many romantically
. -advocate can bé thought of as-a substitute only under three conditions,
., hone of whieh eah be eeid to be the Ieaet bit atteiheble in Ierge—eeele'

|hvelved S0 thet evewohes eetldhe are hlghly werble to everyone elee A
second condition is thetdﬁeéenee ofa eorhrhonly shared deep concern of )
everyone involved for tﬁe well being of everyone else, and a common and
equal sense of reeponelb:hty to the /eelleetlve well being. The - third
condition is that everything that- haprﬁ)ehe to the collective enterpnee
hurte or beneflte all pertlelpahte alike and is so pereelved

only efter rhany yeare of heeey. produ tlve.‘eetnefymg eol!eetnve hfe heve

been experienced, and during the course of which the major problems -

involved in group life have been worked out to the mutual satisfaction of

averyone ebheerhedé Needless to /‘sey. such happy, productive long- "
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universe.of famlliaa So for battar ‘or-for warse, whenever we attempt to
“'‘educate’” large numbers of children tinder one common roof, or within

- organlzatlon of the school’s functions is unavoidable.

- personal than their'structure suggests. But'some kay terms in this vein of
« « thought, that is, of humanizing bureaucracies, are flexibility, patience,
) ) conaclaﬁuauanaaa allowance for human.shortcomings, rotating turns at

‘doing more than one's.formal share of the burden and reciprocity. These

+ of tha bureaucracy can set a tone that makes it more or less likely that
. .these dttributes will be manifested throughout the orgamaatruri Above
all, constant reiteration of the fact that the schools are for the education
. - of children, and constant cheakmg of prograrhs and -pians for therr
* probable " contribution’ to - that education, may serve as saluts
'carracnvaa on’ tandenaraa fur the buraaucraclea to act as if they were
- tharr own reason for bamg SR .

u Hlararchy , ,
Like bureaucracy the term h|ararchy is ladeh wrth nagatrva
-connotations. An image is quickly evoked -of pyramldal maquahty and
autocracy. Ordering; commanding, forbidding, prescribing: these are the
modalities that are often associated with the term. But in fact the term in

. principle is neutral. All it literally implies is that there is maquahty in
power and i in.decision making. And such inequality is clearly neither good

-nor bad per se. It all depends, as alwaya on how the power is authorlaad
and-exercised.

-.Iaatrng arnall farnlly graupa ‘are’ nat very carﬁrncm “not even in the.

the ‘framework of one:: orgarnaatlanal structure, some buraaucranc‘

_ No generalized- p:aacnptron can be written to insure ‘that’ auc:h
- :buraauaracrea will work well or' 'that they will be'more humane, warmand .

' .'.,anna,utaa cannot be formaﬂy builtinto an organization; but the leadership -

L

. The necessity of hlafran:hy is -created by the- preaanaa of' .
bureaucracy. There ‘is no way for large numbers of pedple to be aoor— -

.dinated mto an efficient organization without some. appravaa

‘méchanisms for. decidirig between- competing ideas, aonfhatmg interests .-

'_ and contrary values. Someone has to be given the responsibility,: and

~ hence”held accountable, for-the efficient functioning of the overall.

unwanted and disfunctional deviations froro expectations. In sum, the

- - need to decide. and often to decide quickly; z among competing ideasand o
the need-io. have the power to get people to ¢onform to their role

responsibilitres demands a hierarchical structure of power.

-lop of the pyramid of power, for decision. To the’ contrary: Some of the
best functioning Hierarchies are those in which significant paraamagea
of decisions are dalagated to autonamoua .Or quasi- -autonomous units

This is not to say that all decisions always have to be referred to the

'aruzatlon Someone has to have the power to reward for a
conscientious performance and: to. punish or otherwise reatram ‘



¥

histﬂ'rehy_isindispéns‘able for the coordination of the efforts of the many
people involved Tn the bureaucratic structures.” R T
‘Hiérarchies, then, can and do vary on the tightness of their controls;

the rigidity of role enforcement; the amount of scrutiny of perfarmance;
the competence of functionaries .for their specialized positions; the -

fairness of the rewards and punishments; the amount of power that is
delegated; the kinds and arrounts of decisions in which people at all

“Javels :are allowed or encouraged o participate; the frequency with .- .

which decisionf are reviewed and revised where need be; the openness

"ot leaders or suggestions for change; the.deyyree of consideration and

understanding ‘extended for.human shortcomings. Al those possible

variatiohs in hierarchical structures become key points to consider when .
~-one is asking how one can make the formal structure of work more -
" agreeable, more productive, more invigorating, more humanly satistying.

- Multiple Constituents - R

Here ‘we refer to the fact. that the MEmbefships of almost all -

organizationis;, and particularly . school systems, - are made up of

“-numerous sets-of actors or functionaries, each of which is certain.to

have rather different views as to what is important and what trivial, what

is urgent and what can wait, what is worth lots of time and energy and

~ what-should command few scarce resources. Moreover because these

different cohorts—students; teachers, ;ladminiétratorsi service people
and the like—come to the school system with different expectations and

_anticipations, they are also likely to disagree on.what constitutes a

successful day, week, or year in the life of the enterprise.

“That amount .of variability’ would be ‘sufficiently perplexiﬂg;gﬁd

" complex by itseif. But one must add to that-the further variability that one

finds among teachers themselves, and students themselves, and-among -

administrators and service people and members of boards of education.

Only for some-limited purposes can one deal with these major categories

of organizational membership as uniform or homogeneous:

IMF‘IEICATIONS:A THE  NATURALNESS OF CONFLICT. = The implica-
tions here are numerous and important. First is the inevitability of conflict

~ between the categories of members and within each of their own ranks.

Conflict, « like bureaucracy and hierarchy, sounds menacing and
undesirable. But once again we use it as a neutral term to characterize

the situation where values, goals, interests, and ideologies are in’

disagreement and where they come intd -confrontation with each other
and herice must somehow be compromised or otherwise resolved.
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“Jower down In-the hierarchy. In schoois this means department and: -~
- division -heads, curriculum coordinators,” assistant principals, .and- .-
teacher and student groups. So there are many possible shapes t0..
- hierarchies, and many possible different modes of functioning.-But some



WE are saylng the conflu;t us natural to schocl argamzstmns

o demacratic scx:sehes such as ours,’in whu:h everyc:me mvolved feals
" “expertly equipped. to prescribe how education ought to be.run, not
. excluding parents and students. If everyone involved has some entitle-
" mént to speak up—as they do—and if everyone feels fairly well versed in .
chco! theary and practlce—as théy dD —and if everyané can éxerclse

: deplared at léast ﬂDt until one measures the educatlonal outcomes sz

such conflictful educational environments against more monolithic, -
-~ authoritarian structures of decision'making and. conflict. resclutlon

This is again not to say that conflict.per se is good; but nor is it bad
per se. It all depends on what is in conflict, what mechanisms are avail- -
able for conflict resolution, and how much concern is commonly held by

-conflicting-parties for certain common values and goals.

L3

MODES OF DEMOCRATIC CONFLICT RESOLUTION. The general rule
for decision making in a democracy is that everyone who will be affected
by a decision should participate at hlS or her relevant level of compe-
tence, The key terms, of course, are “‘relevant level of competence’’. We
may confidently expect much change in the years to come with regard to
'what is considered the relevant level of competence of students and
teachers on various issues of school structure and functioning, because
in the past these two graups have been traditionally excluded frompartic-
ipation in important (;iéGISIOﬁS affecting their well being and that.of the
school in general. But new themes of democratic participation have.
come into vogue and these are not likely easily to vanish or die, however
much they may modestly retreat from some recent excesses.

Y

THE GROWTH OF COUNTERVAILING POWER BLOCS. In past years,
conflicts were resolved by fiat from above and most often without any’
real contribution or participation by people at lower levels of the hierar-
chies of power. Now however, teachets have come increasingly to
realize that theonly possible way to mustér power countervailing to that
“of the adminjstrators and boards of education is to organize into power
: blocs The Slngle perhaps rnosrt 5|gn|fn:ant cnaﬂge in sc:haal structure
blue—cc:llar mt:)del of trade union orgamzatmn by the teachers Farrﬂerly
decried as unprofessional, such trade unions have come increasingly to
" “the fore.in recent years, and the traditionally softer local, state and
‘national educational associations have had to become more militant,
more wullmg to strike, more dernandmg rather than pleading to retain the
loyaltles and paid dues of their members. It can hardly be doubted that in
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"the very prbxnmate future there erI be some effec:tlve mergmg r:)f the -

AFL—GID teaehers ‘unions and the various brar‘mhes of the'NEA,

. One may discover many negative features in school conduct that
have emérged in the c@urse of the growth cf the tradeé umon model But lf

the Schanl situation and thé GOI"IdItIOﬂ of teachers before they became

. . organized, and what their situations would be like today if they did not
- “have collective power, through their orgamzancns to defend what they
cansuder their |é§ltlf‘ﬁat§ nghts and interests.. ’

* Predictably, we shall go through a rather messy and nasty decade ™

" or two of mcreasingly acerbic confrontation politics in school systems,

" as teachers' organizations -seek to overcome what they ‘consider the . -
unjustified deficiencies in the teachers‘situation. Moreover, One. can . -
- cornfidently expect that school adrnlmstr&,lors will themselves becéme_

mcre organized and more militant.

Once again it is important to see thése developments as ‘natyral
occurrences, given the general amblence of tRe national cuiture and the

I special situations of the schools. Such teachers and administrators as

unions are no more the malicious product of antieducational forces than: .

’ were the tradutr@nal motels of school governance that are now changing.

everywhere. We are simply moving from one model of school govern-
ance to another. Whether the net efféct on the. edueatlon of children in -

thie schools is positive or negative is impossible tc:s say. S0 many vari-

ables have to be considered when trying to account for what children
learn or do not learn that one gannot with ahy good sense at all say that
organized teacher power is responsible erther for the gams or Iosses in

the-educational outcomes. o

‘There is- Ilttle doubt, for example, that hfetfrne tenure can easuly lead
to lrféSpﬁﬂSlblllty, laziness and sloth on the -part of teachers. There.is

. equally little doubt that being contmucusly subject to' the arbitrary

whimsical authority of administrators can .easily lead to -servile, -

. deferential antieducational behavior on the part of*teachers as well: So,

the evil, if there is evil, lies not in tenure as such, but in its abuses. SIF\CE
all such mechanisrhs-are subject to dbuse, the fact of abuse is not proof -
of the undesirability of the mechanism—not unless one can show that
some mechanisms are inherently more abusable than others.

S0 we ldéntlfy the democratized school organization as one in
which continuous conflict is a natural and unayvoidable feature~of daily
conduct, Each of the member-elements has its own views of what consti-
tutes an adequate schccl experience ‘aﬂd each will naturally press to
have |ts view of mafiers taken most into consideration. Knowing this,
teachers cominginto the school situation will know to expect that their
views of whatshould be done, by whom, and'when, where, and why, are
likely to be different ftom those of their studenticlients and their adminis-
trator/superiors, and all of those will differ from the parental and general
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_ cammunlty viawpaints ‘But thatiis the nature of lite in a multiconstituent
_formal organization, and especially in one where democratic participa-
tion in decision making is getting to t:errncsre accepted.

R L ‘ o
THE CRUCIAL IMPORTANCE OF DEMOCRATIC PROCESS. The saving
grace in such situations lies, if anywhere,-in the full rrnplerﬁematlon of-
sone Dther democranc pnncrple namely that there shall be’ agreed upgn :
careful above all to presewe thgse modes of confllct resolutlon That
- means that one does not seek to destroy the Qppcsmg parnes in.a con-
“-flict,-and one is honor bound to- accept defeat in a conflict of 'views 50
long as one has. had a chance to persuade others to adopt one's point of *
* view. Al the-same- time, one must be permitted to strive to change thé
_ .. minds of others so that one’s views may sometime prevan That is, one-
" abides by majority rule, but does not therefore cease efforts to
.corivert the present minarity into a future majority. And the triumphant -
- majority is honor bound not to interfere with or punish the minoritarians
for their continuing efforts to change people's minds, so long as they

‘conform to the majority decision while it is in effect, and so long as they '

use democratic means of persuasion in efforts to become a majority.
" Some may read these remarks as suggesting that all matters in dis-
. pute in schools should be decided by democratic voting.. But that is not
:the mtentlcn here For the partcclpatlon |n the demsuons is to be artlcu-

tem:e Who is- re!evam for what h:lnd Dtdemsmn is, of course |tseIf a

rﬁatter that has tD be resolved thraugh political struggle But one can
among the various partles Thug in c:hocsmg anew prmclpal Students
mdy be. considered relevant to the extent they can help determine
whether the candidate is one to whom théy feel they can relate meaning-
fully. Teachers are relevant since they can and must judge the likelihood
of adequate rapport with and guidance from their potential chief

educational officer. Superintendents are relevant in assessing the formal

credentials and administrative experience of the. aspirant.'Boards of
- education are relevant-insofar as they must make some estimate of the
extent to which the aspirant principal has managed to satisfy the three
_ major constituent publics (students, teachers, admmstratars) that in
mgst regards he or'she is reasonably quahﬁed

But if the law finally calls for the board of education to approve a
Supenntémdent s recommendation in such matters, then there can be no

- democratic voting by everyone concerned. Yet, the process of donsulta-
tion’ with students. teachers and other administrators must -surely be
such that each of those caﬂstltuent units feels its relevant judgment has
been fairly and fully.taken into account. Failing that, one can hardly-
expect them to have much initial confidence either.in the candidate or in
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' the slalms by tﬁe board. csf educatmn that they have taken all relevant

. factors ¥nto account in making a decision.

" Similarly, in deciding what is to be taught in a glvern classrcom ona
leéﬁ day, one can ordinarily assume that maximum weight will be given
. to teachers,” guided on the one h&nd by certain system-wide curricular
: reaulrements and, on the other, by the identified needs, interests and <
readlness of thar studénts Sa once agam while there is no structure of
' there IS demcc:ranc partlclpatlon n the r‘nechamsms of coﬂsultatlon W|th L
all relevant participants. :
_ So, too, students may be expected to want and be entitied to
exercise maximum ‘weight-for the:r wishes and their judgments when it
comes to deciding how well they are being taught or how considerate
and concéerned a teacher is, how adequate are the facilities, schedules,
. and programs provided them;: or what their extracurricular involvements
shouid be like; or how they should dress and wear their hair; or whether
- thereis enough flexibility in school rules to accommodate ditferences; or
whether teachers and other supervisory perscnnel are SUf‘fICIEﬂtly ‘and’
sympathetically available'to them. .
: . In ‘short, one can specify at jeast in general terrns those areas of
- school conduct and those aspects of school issues in which the various
publics who make up the school rightly enjoy. varying amounts of
relevance, wenght and priority in deecision making. One of the most
frequent sources of real problems encountered in schools is the attempt
by school officials to.reserve for themselves -exclusively the right to .-
."»-decide issues in-which they may have little-relevance, less expertise and -
 -even less uhderstandmg of what is needed. Peasonably fléxible codes
: whn:h allocate 5|gn|f|caﬁt rales to students teachers ‘and admmistrators

'fllc::t) It may take a IDI of pushmg and shovmg ima sc:hc)ol system tQ get
one's Ieglttmate .areas of quasr sovereignty established. But it has been
done in various places, and it can be done in others

HOW SCHOOLS DIFFER FRC)M C)THER C)RGANIZATIC)NS
. We have now drawn out some of the major nrnphcatmns ‘of the three

- major structural features of school systems, considered as large scale

or§anizations: the fact that they ‘are unavoidably bureaucratic, and

- hierarchical, and that they are made up of divergent interest groups. It

-remains to be noted that schools differ from almost all other formal
" organizations in several important regards that may prove fretful or reas-
surmg tCl new teachers :

* High F’ubhc: Visibility and Control
] First, the public school system is perhaps more publicly controlled
and financed thantany other major social institution, and its actions are

50

62 -



i ‘often more highly visible and subject to public scrutiny. That means that
© -oneis literally living in a fishbowl part of the time when one- is teaching. .

"~ - One compensation for that is that one can always close the door to .

- pne's classroom and teach one’s best without very much interference at

sall from anyone. A second compensatnor? is that (for better-or for worse,

depénding Qn ane s values) theré is comf‘numly cot;\trol and gavernance

When éne chSIdérs how rﬂgch we could all beneflt from more openness :

. In government, and in the management of other public institutions such -

as hospitals, hbranes museums, prisons, and police departments, one

- .can-appreciate, even if only as the [esser of two evils, the openness of

. schmls to publlc view, criticism and ultimate control.

. A second régard in whu:h schools differ from other crgamzatlons is
" in the- utter vagueness of what constitutes success and failure in the
- operation of a school. Corporatluns are judged by-how'much profit they
make prisons by how few escapes are eTfected museums and hbr:anes
people are prDc.essed But no one yet can clalrn to have w1despread
- agreeméﬁt about what constitutes a successful éducatlon
“On one hand, that is a distressing matter. Many things would be
_easier if the criteria of success were the case. )
* On the other hand, it is a very encouraging matter, for it means, in
~ effect, that the goals of education are always in constant and often
tumultuous debate, and that is- perhaps as it should be in a demoeratic -
society. For our basic notions .of what we want our society to do and
become are always changing, and it is altogether proper that our ideas
about ‘our schools, the most important single instrument for shaping
sactety shc:uld also undergg constant change M’Dreover the vagueness

patlon by every concerned mdlvndual mcludmg the lay publlc in attempt=
ing to.shape these goals. And that too is a healthy part of democratic life.
In the face of the vague criteria of 'success, one can only do one's -
best to achieve what one thinks is important in thé education venture:
~ One also is free to advocate strongly what one believes to-be important,
“-and one.must reasonably expect to win a few and lose a few during the
course of such debates over the years of school experieﬁces,

- HOW TQ SURVIVE IN DRCANIZATIDNAL LIFE:
A DC)ZFN RULES

With i:ase unigue features of the school as an organization now
Speclfled, we can turn to a concluding set of recommendations to the
_new teacher aspirants who are entering educationai aorganization life.
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They can. be used in any organlzatlcm in which you take \uti a formal
status and accompanying role. But they will serve réason‘%mly well in
school systems too. They may be thought of as some maxims extracted ..
from a primer on ‘how to survive in an organization without reglly trying.
For, most of them .as you will see, are things not to do, or things to.avoid;
rather than pQSItIVE guides to pawerful ‘teaching. That is.because this-

" paper is intended as.a consideration of some aspects of schools as
* organized systems. So, too, these injunctions | am about to issue may
remind you unbearably of Polonius’ speech to Laertes. That speech has
traditionally been decried as insufferably Philistine. But if you are nota ’

-brave shepherd W|th a rﬁaglc shngshot youare best off behavmg likea -

. First, clon 1 make big.fights over little matters. Save your ammuni-
tion and clout, such as it may be, for things that are really worth the
< while. Above all, don’t have an opinion on everything, even if you do. For
then you will come to be known as John-who-always-argues-about- "
everythmg or Mary—wha—never-agrees—wnth anything. ‘At that point, you

Seci:;nd -until you get tendre, Iet others take the formal, open lead in
orgamzlng and presenting divergent viewpoints to administrative
supenors Your viewpoints may be just, wise and important. But-if you
~make trouble for your administrators, you are likely to be remembered,
when it comes to deciding your fate, more for the trouble you make than
the wnsdcrﬁ am:l sagacny and perceptiveness of your notions.

Third, you will bften be judged by administrative superiors first by.'
the extent to which you feel loyal to them, and second, and correlatively,

- by the extent to which you contribute to their success, when they are

judged by their superiors. Most administrators feel wholly unappreciated -
by ‘their staffs because ‘they have the utterly unreasomable expectation
" that their staff members should take the “‘larger view'" of organization
needs. They seem rarely capable of understanding that they are getting

paid to take that larger view but that teachers -are paid for quite some- .. ..

thing else. So, the younger teachers are wise to behave in suchaway as

to allow their superiors to perceive them as people who do take the larger

view, and do care about the org_grnzatlcmal sucoess, as that is judged by
’ admm!stratlve criteria.

F@urthg most administrators prefer to have their teaching staffs
“golve their.own problems."’ Mostly that means not burdening them with .
problems they can’t solve either, such as wildly disruptive behavior by
certain students in the classroom. So if you can avoid it, don’t bring or
send your problem children to the office, because you will be considered
incapable of adequate classroom management if you do that often. .
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Fiﬁh whule everydne talks nicely about the |mportance of opermess

‘-c:reatlwty imagination, discovery and the like, few administrators appré-‘
ciate classroom conduct that is apparéntly dlsorderly, ‘however creative

“you may think it is. You may reasonably expect that more administrators

" . will.resemble Captain Queeg than Pablo Picasso, They like neat, orderly,

tlght well-run ships more often than crazy yellow submarinés. So, at the

" outset, don’'t be a real swinging type whose classroom is full of ga|ety.

. shouts, ISUther rnovernent and creative disorder.

Sixth, dc:m t give others grpunds for negatlve judgments about you

- on trivial matters, including dress style, hair.style, promptness, and other
. persgnal sty!es of conduct that are likely to be fourid offensive. While .

atmospheres in schools are generally much logser today than ever
before, few schools have yet come to be as free and easy as college
campuses. You simply can’t do your own thing in schools to the same
extent you did in c@llege For one thing, you are now considered to be
serving as a modei to younger children. For another, you have-important

significantly different and who are likely to confuse your manners with

“your morals. Even more important, they are likely to judge your educa-
tional. desirability’ by your apparent moral -standards. So keep your '

personal expressiveness to a minimum inside the schools, saving it for

" the privacy of your own home. Local community standards of acceptable

behavior vary widely. But a good deal of what is acceptable on many ‘

college campuses will be-found unacceptable by many school communi-
ties. And there are few pnnmpals or supervisory teachers whom you can

expect to go to bat for you beyond a limited amount, if they come under’

-adverse pressure from their superiors because of your pubhcly visible

departures from community norms.

Seventh, don't assurﬂe that everyone over-25 is an irredeemable *
idiot or square, and that anyone in power is a knave, and that your less
well-trained peers are insufferable fools. There are an incredible nember
of dedicated teachers in the schools throughout the country. Some of >

- them may have styles of teaching you don't relish. But that h nothing to.
Q\n o

do with their abilities, or their coicern, or their effectiveness. Some of
them may dress right out of the fifties, because that's where they learned
their basic styles. But, again, you know how wrong it is to judge people by
their appearance, and that principle holds for people whose dress styles
you can't stand as well as for your own. And if you find many of them hard
to take, consider every once in a while how hard it must be fgr themr to
take you. So, be generous in your acceptaﬂce of different styles of
speech, conduct; dress and mter;ersonal relations, which means
Slmply let others be as difterent, without being sneered at, as you would

want them to let you be. You above all have a strong vested interest in
suppartmg the notion of the acceptability Df a wide range of variation in

53

&

© and. powerful colleagues and supervisors whose life styles may be -~



g r

" personal styles, including teaching styies, For,fbeing the newest and

youngest entries into the field; you are likely to bef#he most variant of all.,
Eighth, don't ‘expect most- of. your- collea ues to be as freshly

* attuned to the newest findings in your subject matfer field as you are and

don’t flaunt your fresh learning at them.. For, In defdnse, they will counter

" Wwith their “'wisdom'* gained through ‘“'long experietice” about how best

to teach things. They may often invoke that experience anyway. And they

may often be right. For many people do learn-lots of things of value from

.long years of experience, even if many others iearn little of value except

how to be rigid about their preconceptions. But don’t assume you have ..

- nothing to learn from experienced teachers. They mayshave a great deal

- toteach you, if you are open to learn from them: So, don't hesitate togo -
to older teachers for help with problems. You will probably need such
help often. Others will be pleased and flattered you came to them, and
you will probably find you can get some real help. ,

The same considerations apply to your relationships to adminis-
trators. Don’t assume they are simply political hacks who have gotten .
where they are for no good reasons. There are lots of foolish things done -
in choosing people for educational leadership, but the screening and
selection process probably operates as well and as soundly in schools as
'in any other organization. E?Td while administrators. do want-you to be -
loyal and be a good tearm member, according to their own rightsi‘ﬁny of
‘them also want to do a good jobsof education. They take pride in quality
education. Assume that pride to be present and go to them:-for help, with-

. out being a burden. You will learn over time how to need and secure the
assistance of others without their feeling burdened by you or without
their thinking you incompetent. It's much better, both for your own
learning and for your organizational survival, to be seen, and correctly
50, as someone who'is eager to learn and who asks for help, rather than

- to be seen as a know-it-all, , .

Ninth, you will find plenty of teachers and administrators who simply
don’t pull their own weight in the school. They goof off. They teach the
same foolish things in the same foolish ways year in and out, These are
the tired ones; the ones who are worn out: the disillusioned ones; the
apathetic ones. They are to be found in every school, in every profession,
in every organization. (Tenure makes' it possible for schools to have a
higher percentage of such people than do: most other organizations,
“ where people can be fired quietly for incompetence. But tenure also
protects competent teachers from being fired for arbitrary reasons of
administrative displeasure.) So don't imitate the worst members of the
staff because you will quickly get to hate teaching. ]

Remember, too, that in any orgaﬁizaiiqﬁ of humans, the least moral
member of the organization will drag the general level of conduct down
~ 1o the lowest common denominator, unless he- is otherwise restrained.

The same- wprinciple ~ applies to levels of competence and
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conscientiousnggs. So, you can be as gung- ha -as you want tobe, even o

‘theugh sa:me of 1 he ﬂlder cﬁsnlusmnéd time servers will sneer at you.

Tenth wgrk as hard as 'you can’ to" make effective” contact’ with |
students, but never choose a course of action su‘nply because it may
please them any more than you would choose one simply bgcause itwill
displease thém LYou.can properly: carea gréat jeal about bemg liked by
-your students. But if you have to choose between being liked as agalﬁ,.
Deung admired, respected, and valued for how and what you teach; by all
means choose the admiration, respect, and value of things. One, of the
very best evaluatlons you can get from students is the judgment fhat you

are tough and fair and a good teacher, even though. that. excludes the
possibility that they will look on you as a friend and as someone they can
invite to théll‘ parties and have a good time with. You can properly be °
'fnendly and warrn w:th studeﬁts But you can t propérly be frlencjs w1th

Don’ t try to swmg with the klds You wnII look damn foohshl

Eleventh, don:t Take on roles you hgye no experience with. That.
means don't play at counselor, psychoan%st love adviser. If students’
feel free to come to you for personal help, don’t get to kﬁDW too much
about their p?rscﬁal lives.'Do refer them to othérs who are more skilled.
That means,’too, don't encourage rebellion against ‘parents, pohce or
-other. authority figures. You never know what the psychic balance of a
young-person is at any given time, and giving wise advice. to young,
troubled people requires extraordinary seriousness, godd training and
deep wisdom. The best help you can give to young students is to refer -
thern to the proper person or agency, and to encourage-them sympa-
thetically to go get help if they seem to need it. You may be flattered into
thinking you really krrow what the kids need. But that would be avery”
serious mistake on your part in 95 out of 100 cases. §

Twelfth, if you find rnany practlc:es you would like to change you WI“
be effectivein proportion to the extent you keep these things in mind.

.- Be sufe to distinguish between your private passions; that is,
what would please you personally, and goqd public policy, that
g, the generalgaad for- most. other- people,especially students. .-
. No democtatic society can survive very long or very well if évery=
one tries to have public policy reflect the fullness of hIS or her
.. private preferences, tastes and passions. -, ‘
-+ Don'tgo Dverbaard for educational fads in the name of being *
innovative. Anyone can be mnovatlve Itis as easy as doing the
same old thing- Ghange is no more virtuous than. stability. New
- .things-are not inherently better than old things, or vice versa. The
schools have been plagued as much with so-called:-inhovations,
~announced and touted in apocalyptic terms, as with tradltlonal
rigidities. Alrrmst all of the mﬂavatxons have prcwen to be duds.
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Nu smglé change ln a schaol 5 crganiZatmn IS nkely to be ablé to

.= make very much of a difference. But little differences may never-

- theless be very important to try to make ‘S0, don't start. out by

claiming too much fér yc:ur prcpasegi change and you won't be
tog dlSllluSIGﬁedwhEn thé actual si e of difference proves tobe
ratﬁef‘ ITIDdES‘t——If you aravery lucky So tao every change is
some values in addltlon to whaiever osmve ccnsequencez It .

i has for others. Sensible innovation-tdkes acrc:ount of both posi- ~

- .- tive and, egative z:cmséqueq;;es ingtifar as they caﬁ be fore-: -
séen, ‘an _ih@@SES on the bas:s Cif wéély WEIQhéd balances of
net gain. , e

_® Everytime youtry to r::hange sorﬂethmg in the sqhoo!s y@u are

sure to'be challenging and disturbing some well-established - . -

- habits, including attitudes, practices and schedules. Such habits
are rather difficult to change. If you don!t believe that, take some
of your most favored habits and ask how easy it would-be for you
to change thém. Then you will undérstand more fully why you will
stirely encounter reastam:e whenever yoq try to shake up other

. - people's habits. .

* Older peoplé don't like to be told how ta live and behave by
younger people any more than younger, people like to be told.
those things by older people. If you are goingto be effective in

. introducing changes, you had better get yourself some allies -
from the other side of the age lines, so that you don't polarize | the.

. - older vs. the younger members of the staff. .

A - = Alot of people have a lot of 2go invested in the ways they- have 5t
1* . become accustomed to dging things. If you can't understénd o
o ) that, a littie introspection will once again reveal to you howmuch

+ % ' egoyou hdve invested in your ideas about how things oughttobe

Y 5. done.So, counton at least as much lrratmnal ego-laden o

v  , resistanceto proposals for chaﬁge asyou ‘would probably yc:ur— I

’ -self offer if someone came vigorously.charging after your own - -

favorite habits. And you had bétter figure out some ways in which
" you can save the faces and egos of pcnem;al opponents so that
they can consider your proposals wnhaut fear of degradatloﬁ ) _
- and humiliation. . i&&
Thirteenth, as Polonius said, "'This abave all, to thine own self be
true."" But, |f you beligye that to be a proper imperative for your'own con-
-duct, you Wwould be wise 10 asgume that most other ﬁ)eﬂf_’)lé believe théy

are operating in accordance with the same perspective..
[ ] . . T e . .

*
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FINALE: WHY IT MAY ALL BE WORTH THE WHILE _
You may resent.all these littie pieces of guidance. But you may find
them a little more acceptable if you remember that most public school
systems have the pkeposterous rule that tenure is to be decided at the
beginning of the third or fourth year of teaching. | believe it a prepos-
terous rule because no sound judgment can be made in sgch a short
time. But the rule is there, And once you survive the tenure jWlgment, you
can move more resolutely and boldly to make a real difference in the life
of the school and in the general educational policies of your community.
'So, being on your best behavior for a few years. may seem worth the
“while, when you consider what is at stake, and when you further take into
account that the classroom teacher is the single most important social
multiplier agent in the whole society. Who else can seriously affect the
minds and hearts of literally tens of thousands of people during a lifetime
career? Your.salary may be abominably low; your community prestige

“not much higher; and interference by others in your conduct may be

sometimes at an intolerable level. But in the long run, it is whatyou doin
the classroom that matters. And if you do it well, it can matter a great

deal to thousands of young people. . ;
¥:
b
4
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Section 3; Hierarchy and Egalitarianism:
The Case for the Study of Organizations in
“the Education of Teachers: An Organizer’s View
: Girard D. Hottleman -

THE NEED

That teachers do not study organizations is in itself a lesson in the
worth and function of organizafions, Organizations exist for two pur-
poses: to oppose an adversary greater than an individual or to permit the
individual to achieve objectives that require the use of resources exceed-
Ing the limits of an individual. If there were no adversaries or no dbjec-
tives that required greater-than-personal resources to achieve, there -
would be no organizations. o
) It can be assumed that curricula for students in preparation for
entry into the teaching profession are designed to meet needs based on
an analysis of what teachers do in their practice. Because the study of
organizations is not usually included in teacher preparation programs, it
must be assumed that those who analyze teacher needs do not consider
that teachers, in the ordinary practice of the profession, oppose
adversaries greater than themselves or set objectives the achievement
of which requires the use of resources exceeding the limits of an indi-
- vidual. The same observation can be made about inservice education,
which is generally controlied by school administrations. In fact, this may -
be even more worth noting in light of observagions that will be made later
in this discussiap. : ' ' -

It is well known, however, both through expefience and analysis,

“that teachers teach as componants of a learning system that is in itself
an organization. It is also well Khown that the resources for the survival
and proper functioning of the learning systems (organizations) that we'
call schools derive from interdction with communities, which also are -
organizations. Further, learning objectives for children are organized
system wide and are obtainable only through relationships between indi-
vidual teachers and other components of the system. This is additional
evidence of the organizational nature of schools. The evidence that
teaching is a by-product of organization is so clear and so overwhelming
that it becomes ’irﬁpossible to attribute the neglect of organizational
study to-an oversight on the part of those who plan the education of
teachers. The neglect of organizational study in teacher preparation pro-
grams. then, must be seen as purposeful rather than accidental.

If knowledge of organizational functioning is an essential skill for
successful teaching, why would it be almost universally omitted from
teacher preparation programs? Perhaps the best way to answer this
question is to consider the consequences if such were not the case, to
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considér. what would occur if teachers were as well trained in organiza-
tional-expertise as in their subject specialties or learning methods.

In orgamzatlonal terms teachers c;urrently are |loosely connected
elements of a system/organization (school or school district) that is in
turn a compaonent.of a larger organization (the community). The hierarchy
of control is downward from the community, to the etected community
representatives, to administrators, to the school, to the teacher.
Teachers, in this perspective, are the end product of the ;johtn:al process -
rather than the shapers of the political process. !

.In order to fully understand the implications of this, it is necesssry to
160k not only at-the teachers’ function as components of the system, but
more. lmr:ortantly at their role independent of system relationship. It is
unfortunate.from the perspective of the teachers’ consciousness that in
the dnve toward professnoriahzatlon of teachers the debate over
Sanal attnbutes—autoﬂomy, educ:ahc:n requned CEFtlfIEatIOﬁ etc; -
rattier than the role. If the lengthy debate had mstead occurred on role, it
would now be very well known that teachers are probably the prime pro-
fession rather a secondary one. |f one were to argue the value of a pro-
fession by the breadth and depth of its social impact, physicians and
attorneys, now considered of superior significance relative 1o teachers in
‘the social hierarchy, would come off second best. Physu:nans come in
contact with members of society only periodically and for limited
reasons, usually a malfunction of the organism. Similarly, attorneys have
relatively infrequent contact with members of society. They enter intoa
client relationship only when there is a social malfunction.

Further, physicians practice their art within the framework of exist-
ing societal conditions—it is no more difficult to heal a fascist than itis to
heal an egalitarian. The practice of law is also the exercise of the status
guo. In their professional lives, even ‘the most strident libertarian
attorneys do not often argue the merits of a law, but rather give their
attention to the interpretation and application of law. T

On the other hand, consider the teacher. Teachers don't deal with
isolated members of society én rare occasions. All of society flows into
‘contact with the teachmg profession for enormous periods of time and
around the most crucial events. The crystallization of values; the shaping
of attitudes; the development of perception, creativity, and intedigence;
all are functions of the educational process. Medicine determines who
shall live and who shall die; law determines who shall pay and who shall
be paid; but education determines the very nature of society and in so
doing creates the framework within which all occupations and
professions can function. In light of all this; it is not mysterious that uni-
versities and schools become the first targets of oppression or the van-
guard of revolution during periods of social instability. It is also nat
difficult to understand the enormous energies that Nazi Germaﬁy

"deployed into the Hitler Youth Movement, the missionary and parochial

L
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school movements characteristic of large religions, or as a matter of
fact, the pervasive government interest in American public education. In
all of these instances and in others that could be cited, there is a recog-
nition by those in established power that the values that created their
power must be continued if their power is to be maintained. Those who
find it difficult to believe this assumption need only look at the nature of

‘the education that established governments (organizations) support. The

Hitler Youth Movement did not include deep indoctrination inthe princi-
pies of constitutiol nﬁdemocracy the Catholic missionary and parochial
school movements did not include heavy doses of comparative religion;
those who fund the American public schools do not ‘encourage programs
on Communism, I’EVOILTIOﬂal’y tactics, or atheism; and if we can focus for
a moment on other educational movements within our culture, large

- established American youth movements such as the Scouts, DeMolay

and Rainbow, various Cadet programs, etc., foster order, hierarchy,
obedience, and the like, not individual rights, personal ethics, and

‘creative consciences. When the day arrives that public schools offer

courses in lesbian liberation, alternatives to the Christian ethic, open
marriage, civil disobedience, etc., tax support will dry up; and when the
Boy Scouts of America organize théir members not in antilitter cam-
paigns, butinto political cells that sponsor sit-ins and demonstrations in
federal buildings_against whatever war we are Eﬁgaged in at any given
time, it is a certainty that they will lose their “'respect,’ their nonprofit tax
status, and their free advertising on television,

These somewhat diverting comments are ‘made only in the interest

,of demonstrating the significance of mass youth education. movements

such as the American public schools, and hence the significance of the
American school teacher. In the teachers’ hands are entrusted not the
physical health of the culture, nor the policing of the system of justice of
the culture, but the entire shape and future of the culture. The culture

. will'be, in large measure, what teachers determine. This is the great-
est resporisibility that a culture can delegate, and this is why | assert

that teaching is probably a more significant prsfession than is usually
recognized

Th|d is also why, to return to our original the:xIS the study of organi-
zation is excluded from would be teachers' established training pro-
grams. Those who know too much about organization cannot be trusted
to hold the society still. Let uv look at organization to see why. 0

THE THEORY

i '(R'ﬂowledge of orgamgatlona is important to the extent that one
wishes to invest one’s life either in the concentration or the distribution of
power. | define power as the ability to reach self-selected goals. With
pdwer, more goals or broader goals can be achieved. As power is
reduced, goals become reduced or limited. Freedom, then becomes a

‘function of power, and restriction a function of lack “of power. These
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orinciples hold true whether one's self-selected goals are for oneselt
alone or for.others. The capacity to do good is also a function of power.
With power, one can do good; without power, one can only wish good.

Strangely enoughseven in a democratic society 'such as ours, in
social institutions/organizations power is'narrow at the base and wide at
the top. Most of our social institutions are structured ‘into a vertical
hierarchy in layersd like a pyramid of people. The more populated the -
layer, the less power-it has, the converse also holds. For example, there
are more teachers than principals, yet principals have more power than
teachers: there are more principals than superintendents of schools, yet
superintendents have more power than principals. This principle—power
in social institutions resides in inverse proportion to popuiation layers—
is widespread. Only my cautious instincts; resident from my formal logic
days, prevent me from declaring it universal. It even carries into the
political arena where, in theory, checks and balances exist to egualize
power. ‘The fact is, however, that the veto power of presidents and
governors compels the mobilization of enormous energy by lower-level
power figures to overcome the power of the uppermost figure. The theory
is to balance power. The practice is that it is not balanced; the will of one
person overcomes the will of many.

Without too much fear of refutation, then, it can be asserted that
social institutions/organizations in America are not egalitarian models.
Egalitarianism is a social system in which' power and resources are
equally distributed and the ability to realize goals is identical for all mem-
bers of the system. This certainly is not the American way. Those who
wish 1o realize goals within American institutions have three alternatives:
climb to the'top, gain favor with the top, or compel the top io cooperate. ‘

" The top of the people pyramid is. precarious, but pleasant. To have
power is to be able to make the rules, dispense the resources, promul-
gate sanctions, act without explanation, and satisfy oneself more rapidly
and more fully than anyone else in the system. In Ameriéa it meansg. more
money, ‘more status, more freedom, more accoutrements, etc. It also
means more competition, more antagonism, more visibility, and more
interest on the part of others: all combined, more-paranoia. It would be -
fair to assert that as one rises in power within a social system, both one's
freedom and one's vulnerability increase. Increased freedom.is a direct
function of increased power. Increased vulnerability is.not a direct func-

tion of increased power, but of increased degire. Those af the top have

rmuch to lose, and there are many who would help them lose'iti As a

consequence, the more there is at stake. the more vulnerability exists
because with power comes the knowledge that there are detractors and
attackers and if they succeed. the pain of reduced freedom and satisfac-
tion must be endured. - o :

A look at the bottom of the pyramid gives a different view. Those
with'less power have fewer benefits, there is hothing to loge. In warfare, .
even in social warfare, which is an apt description of life within organiza-

s * o
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tions, this is an advantage—defeat means nothing more than to maintain
the paucity of established benefits. This is quite another perspective than
the view from the top. Those without power value those who can get
them power; those with power value those who can help them maintain

power. What is appealing to one level of power, then,-is repugnant to

~another. The value contrasts that exist within organizations give some

clues to ways in which organizations can be made to function in more
egalitarian ways. The ordinary pattern of behavior in organizations is that
those at the top desire stabilization of things as they are; those at the’
bottom .desire change. Change that promises to distribute power
threatens those at the top; it gives hope to those at the bottom.

Because of the survival needs of power figures, proposed changes
that threaten to diminish their power are rejected. Changes that increase
their power are admitted into the system. In light of this, the tools of
abstract reason, logic, evidence, etc, are often impotent, and it is
because of this that organizations often become insensitive and irra-
tiofal. Further, to argue for changes in system behavior based on client .
improvement is also often fruitless. On the other hand, to advocate
fhanges based on the improvement of the status of power figures -is
ften productive. The real question becomes, then, what to do when
changes needed in the system to benefit clients or lower-level power
figg}q@me into conflict with the survival needs of power figures -

~ We now come, | think, to the reason for the neglect of organizational
study in the normal education of a teacher (or a social service worker or
a nurse, etc.), To understand Organization is to understand conflict.! And

* to undersfand conflict is to understand how to diminish the power of

‘power figures. In a word, if theory and application of conflict were wideily
taught and understood, society and its institutions would move much
more steadily toward the egalitarian means than they now do. On the’
other hand, if in place of hard conflict theory, we substitute the values
inherent in respect for authority, channels of command, titles, rank,
respect for institutions, hierarchy, emblems, badges, medals, and stripes

.social stratification, “acceptable’” manners, dress, gestures, and

languages, etc., egalitarianism becomes more of a distant abstraction
than a present reality. An examination of most of our education reveals
that the result, if not the Object of education, is social stratification—the
preservation of the established order rather than the wholesale encour-
agement of changing established conditions. ‘
The question of this paper—Why study organization?—really gets
down to: Why study conflict? The answer is that only through conflict can
power concentrations be broken up and distributed more evenly. Only
through contlict can teachers gain power for themselves or their clients.
Hence, the realization of the goals of teachers and students lies in the
study of organizations, the study of confiict. Let'us turn now to an exami-
nation of conflict in order to understand why knowledge of conflict is so
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dangerous to established authority and power in our society that it has
been almost universally purged from the consciousness of the culture.

THE PRACTICE: e {

Relationships between individuals and groups within organizations
can- be characterized as harmonious, competitive, or conflictual. .
Harmony exists when there is agreement on-both ends and means.
Competition exists when' there is agreement on ends, but not means..
Conflict exists wheh there is disagreement about ends. When conflict
arises, unless power balancing’ forces emerge, it will ordinarily be
resolved by fiat of the most powgrful figure in the conilict, especiallyifthe
approved resolution is of significant to the survival of the most powerful
figure. This means that in conflict relationships it is important either to be
the most powerful figure or to reduce the power of the most powerful
figure in order to resolve the conflictin one's favor. Our training suggests
that conflict can be resolved thraugh dialogue, consensus, accommoda-
tion, or compromise. These processes are- sometimes effective in
harmonious or competitive relationships or when functioning with peers.
They are rot, however, generally effective in confliot relationships
between figures of varying power. '

Within our society, nonconffict relationships are generally held to be
superior to conflict relationships. Before we examine the tactical
principles of conflict, it is important to understand some of the roots of
the intense and pervasive negative social attitude that exists about the
nature of conflict. Keep in mind that because power and authority
generate downward within oGr social institutions, conflict must be
viewed as a challenge to accepted social order. Those who are dissatis-
fied with established order—the disaffected, the disenfranchised, the
victims of the systemn, etc.—are those who benefit least by it. Those who
are content are those who benefit most. When conflict erupts, then, ifitis
not fesolved in favor of those whom the system benefits, a shift in power
or benefits results. The result of such a shift is always détrimental 10
those at the uppermost levels of the institutional pyramid and always
beneficial to those at the lower levels. Those with power stand to lose.in
conflict: those without power stand to gain. :

We have seen that in the context of organizations at least, freedom,
access to benefits, and self-realization are functions of power and that
the opposite conditions are functions of powerlessness. Power, there-
fore, is a good. We have also seer that power is obtained through con-
flict. If conflict is the route to power and power is good, why, then, is
conflict so universally held as destructive and repugnant, even by those
whom it benefits?

-  The answér to this puzzling question is complex 'and deserves a
geparate study all to itself. Without diffusing the focus of this discussion,
let me suggest a few of the possible major origins of this prevailing para-
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doxical attitude. A generous (if not SDmehat depressrhg) |7ntérpretatron_h -

~would be that cur society so values social order (or needs it for survival)
that it inculcates a deep anticonflict attitude in arder to preserve or at

least stabilize institutions, even if this means significant and permanent
deprivation of members of society. Another poss@le intergretation is that

_although the results of conflict benefit some members of society, other

members are harnied in the process, and the (?_hrrlﬁ;éﬁ-dudarc ethic so-
DthIbltS the harming of others that it is thoughtT0 be superior virtue to

-endure suffering rather than to induce suffering. Without presenting

supporting evidence, however, | will advance the hypothesis that the pre-
vailing attitude that conflict is a destructive mode of numan relationships

(is a natural and logical result of hierarchical societies and the hierarchi-
. cal institutions that mirror the society at large. We cannot disdard the
-impact of the long history of humans and their governments and institu-
“tions. From the knowledge we have, stretching from our beginkings to

thé present, we know of no instance of an egalitarian society. All
societies have had stratified power. Forms and philosophies have varied,
but the essemral structure has always been that there are a few who, -
have much and many who have little. Primitive tribes heaped rewards
and honor on their chiefs and shamans. Monarchies, republics,
democracies, dictatorships, socialist and communist societies in every
place at every time, from the Greek Republic with its slave labor, to the

. Roman Empire, to the Egyptian -and Babylonian Empires, to Euragpean

aristocracies, to the South American republics, Russian communism,
and the Americaﬁ demar’:racy all have beer’r characterized t::y the

deprived. Qur history is s0 unlv&ersal on IhIS r:orm that we c:ould be Ied to
consider that it is the natural human condition. | assert that it is not. What
has happened, if we can return from a quick glance at history to the
American public schools, is that those in power are the shapers of

" gociety and much of the shaping’is done by the institutions over which

they have power. The shaping is done by making certain that the
products of institutions, in the example of schools, children, manifest
Sur:rpcrrt for prevailir‘rg (éstablishmem) neéds aﬁd attitudes. Those who
of therr c:ommrtmem to drrectlﬁg the mstltutron toward that Eﬁd, and are
rewarded with higher salaries, prestige, and power for thair efforts.
Success, then, becomes a function of mirroring the values and attitudes
of those with power. In this way those who afe established in power
become not only the shaper of society and its institutions, but also the
gatekeepers of social mobility. From those out of power, thosé with
power select for advancement or elevation only the people who have

Jearned thé values of the' powerful and accepted the mission of pre-

serving the status quo. o

The system into which teachers enter, then. is quite different than

what they have been led to believe. They themselves. and the teachers
%
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. schools’ behavior. .

i

_and ér@fe_séd_rsw_m:‘hgvepj_rgq:l,,uc:ed them, have been trained ina system

i which conflict is seen as destructive, .individualistic’ behavior as™

suspect, and conformity to reigning hierarchical values as a virtue. They
have been rewarded for conformity, punished for nonconformity. They
have seen success for students, for teachers, for workers, for their
parents; for practically everyone, occur as a result of sublimating
personal impulses to the benefit of the objectives ‘of controlling
authorities. But somehow, even with massive experience to the contrary,
some teachers enter teaching with the belief that the purpose of the
schools is to answer the intellectual, physical, and emotional needs of.
children. It is at the point of discoveging that this is not true that school
conflict begins, and it is also al thi€ point that teachers discover how
inadequately their conditioning and their education (more accurately,
their lack of education) have prepared them for the battle. The initial
awakening is often produced when the teacher becomes aware of the
contradiction between the expressed rhetoric about schools and the

Teachers néw to teaching find inadequate preventive, diagnostic, or -
remedial programs and facilities available to meet the needs of their
children. They find inflexible policigs that inhibit individualization, and

* they find_that exceptions to rules. exist for the privileged. They find

prejudicial tracking, punitive grading and discipline systems, and
demands made on children that do not relate to their physical, matura-
tional . or motivational readiness. They find that the value system of the
schools derives from institutional needs rather than the needs of

- children. The learning experience is often made secondary to adminis-

trative needs. When they attempt to correct such contradictions through

. requests, through dialogue, through reason, through evidence, through

channels, they are repulsed and defeated. When they attack frontally,
they are censured and condemned. When they organize for an attack,
they are generally trounced in the attempt. Eventually, after a sufficient
number of experiences ending in frustration and failure, those who began
their careers as sensitive advocates for the rights and needs of children
fall back exhausted and routinely perform the sanctioned tasks of the
system, This state of passive acceptance is the inevitable result of the
Hestructive erosion of repeated failure. Better knowledge of conflict.
dynamics would reduce the frequency of failure and the number of
idealist casualties. and it would enable teachers who come into conflict
over worthy objectives to prevail more frequently than they naw do..Let
us examine, then, the rules for success through conflict.

Consider first the power structure of a typical hierarchically-
structured organization/institution/school system.

Figure 1 Hierarchically structured orgamzahan

*5 = Supenntendent,

ard; &
B = Principals. T = Teachers
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_As cited earlier, the flow of power in institutions such as that illys-

~ " “trated in Figure 1 is from the top down even though population decréases
from bottom to top. Decision makers at any level of the pyramid have
power over those affected below, but not those above, so6 that the impact
of decisions ripples downward in"institutions, not upward. Because of
this, one of the first principles of organizational conflict is to attack
problems at a power level above the cause of the conflict. For example, if

a principal institutes a repressive policy, demands from below do not

have the capacity to modify his or her behavior. The principal’s interest
lies in gaining approval from those who have power over him or her. not
in gaining approval from those under whom he or she has power. If on the
other hand, someone above directs the principal to modify his or her
behavior, he or she must do so. The key to the principal's behavior, then,
is the superintendent, and the key to the superintendent’s behavior i the

school board, etc. - . '

" The question then comes, how to motivate a power-figure to direct a
subordinate to act. If the analysis so far is correct—that power figures
. act, especially on significant issues, according to their personal syrvival
needs and that the benefit of their actions to lower-level power figtg';s is
accidental to their behavior—then arguments to Apper-level power
figures based on the needs of the lower elements of the system are not
effective. If what is needed is a reduction in a power figure's strength or
‘resources, then that power figure must be made to understand that the
decision to erode his or her power is the only means by which he or she
. can survive at all. This concept expresses itself in the principle that
power shifts in conflict relationships occur when the pain (damage, loss,
etc.) of holding power is greater than the pain of letting it go. Clearly,
then, what is needed in a battle with a power figure is the capacity to
* bring harm or do damage. Harm is always subjectively perceived: what is
. harmful to one power figure may not be harmful to another. However, the
. abstract principle is that behavior by an antagonist is seen as harmful
when it is perceived as a possible threat to survival. One component that
is-universal in the formula is that to fall out of favor with one’s superiors is
threatening to survival. The remainder of the formula is derived from an
analysis of the antagonist's ambitions and fears. Once these are
detected, they.become the basis for creating the direction of the tactical
assault. If a power figure values money, then one threatens his or her
purse; it a power figure is ambitious, one threatens to reducejhis or her
~capacity to achieve those ambitions, etc. In all events, hdwever, all
power figuges are sustained by higher figures: they do not stand alone. To
cut off that sustenance is the primary tactical objective in social warfare,
How do those with less power establish a position strong enough to
provide a real threat to those with mare power? Knowledge of
organizations and organizing provides the answer, In the context of this
discussion | define an organizer as one who first congeals powerless

figures with diffused strength into a mass in which the diffused strength |
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__becomes concentrated and who then dirécts the newly congealed mass

¥

toward the vulnerable points of the power figure adversary in suchaway .,
‘as to achieve the desired objective. C ) ’ ’

The use of semantics borrowed from the science of phyéfti:al proper-
ties is not accidental. There is a physics that operates in social institu-
tions that is as sure as the physics of mechanics,

-THE PHYSICS OF ORGANIZING

No matter how powerful or wealthy any one person or any group of
persons becomes in any form of society, neither power nor wealth can
ever be greater than the sum of the power and wealth of the whole
society. The organizer (read: social reformer) must learn to view any
society or subset of society (institution/organizatjgn) as an imbalanced
seesaw with pawer and wealth on one end and deprivation on the other.

.The key question in organizational work is: What force must be exerted

on the disadvantaged side of the seesaw in order to cause the negessary

downward shift in power and money to thé deprived? The primary .
method is unity of the organized. Success consists in mobilizing the dis=-
advantaged to the degree necessary 10 counter their disadvantage. To
state the principle at its extreme: If the entire American population of 210
million were marshalled against the President of the United States, the
President would fall. The pressure of 210 million people with all of their
‘resources marshalled against a single official would be sufficient to up-
set the most powerful figure in history. But in a system such as the
United States, must all 210 million be organized? No? Well, if not all 210

- million, how many and with what force and over what period of time and
. towhat end? Would 200 million do? Or 100 miillion or 60 million or 10,000

of the right people or the right forces? These are the guestions the organ-
izer must deal with.  ~ . .
Consider the condition at the beginning of a campaign as stasis.

: F&eggfd!ess of the level or extent of power at either end of the social

spectrum, no matter how many are advantaged or disadvantaged or to
what degree, prior to the entrance of the organizer, all societies 'must for
the organizer's purpose be considered imbalanced. - This applies to
Devil's Island as well as the most peaceful Trappist Monastery. it applies
to a traditional ladies’ club as much as- il does to a fascist army
completely geared up for war. And from the perspective of this discus-
sion, it applies jo the public schools. o ce
The campaign begins with an assessment of the objective.
Generically, all objectives reqguire a shift of power from one side of the
seesaw 10 the other. All objectives can be defined as realistic, prov’ided
that they do not demand more in their aftainment than is present in the

" total system. Their achievement, however, is a direct function of two

factors—how much power is at stake in the desired shift and how much
energy must be exerted to shift the desired power the desired distance. A
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__._complete shift-or reversal in power requires maximum-energy; a partial”

or minor shift requires. less energy; stasis requires no energy. All social
systems have built-in resistors to sustain impulse variables: the greater
the desirability or necessity of the element. of power, the greater the
sustaining ability of the resistors. In the organizer's terms, this means
that the energy he or she must produce to achieve an objective will be a
direct function of the resistance capacity attached to the element under
attack. Usually, resistance capacity attached to a systems element
varies directly with the perceived importance of the systems element to
the survival of the system. The more-important something is to the estab-
lishment, the more difficult it is to take away: the less important it is, the
easier it is to take away. For example, in a factory campaign, the workers
have three objectives: (a) to change the colors of their gprons from blue

" to orange; (b) to increase their wages: and (c) to require that the factory

owner step down and permit joint and equal ownership by all the %orkerg
in the factory. Given the ordinary course of events, the energy necessary
10 achieve the first objective is less than needed for the remaining two.
The energy required to achieve the third objective would be enormous
because it offers the maximum threat to the survival of the |ocus of
power and would be met with the greatest resistance. -

The effective organizer recognizes distinctions between objectives,
assesses the resistance capacity, and galvanizes energy above the
resistance point in order to achieve the objective. It is important tc
remember that how importaﬁ} an element is to the survival of an esgtab-
lishment force is a matter of the perception of the éstablishmenit, not tf
perception of the disestablished. )

A paradox exists in the principles of analysis of human systems
is not necessarily paralleled in physical systems; whatever is nhost
desired or needed by those in power, although the need for its
continuance will cause them to mobilize the greatest resistance, it neler-
theless becomes their most vulnerable point. In simpler terms, whateVer
people want makes them vulnerable, and. whatever they want mbst

. makes them most vulnerable. This staternent is true because greate
compromise .results from the threat of total destruction than from the
threat of partial destruction. The truth of the statement can probably best
be understood by stating its negative: Whatever people want least makes
them least vulnerable—because all exchanges in a power system come
through bargaining and if nothings valued, no exchange can be offered.
Safety ultimately rests in having nothing or wanting nothing. Vulnerability
exists in having something or wanting something, and the degree of
possession or desire determines the degree of vulnerability. For this
reason David Rockefeller is more vulnerable than the welfare recipient;
likewise, the ascetic is more secure and untouchable than the committed
and successful hedonist. \ '

Reality might seem to contradict this principle because the Rocke-
{ellerg have survived admirably for four generations. but their survival ig

s
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- less evidence of their invulnerability than it is evidence of the ineffective- .

ness of organizers to exploit their vulnerability. The engrmously
advantaged position of the Rockefellers has accrued from the relatively

'uninhibited manipulation and exploitation of huge holdings -of wealth

through such instruments as the Chase Manhdttan Bank and Standard

'0il. But neither Chase Manhattan nor Standard Oil can survive without

the willing compliance of thousands of employees who produce the sur-
pluses of wealth through these instruments and place them at the
disposal of the Rockefellers. To state the point simply:«f all (or most) of
the employees of Chase Manhattan refused to work or refused to work
under conditions that created a surplus, the advantaged position of the
Rockefellers would be diminished. This event has not occurred either
because no organizer has desired i or because none was capable of
pulling it off. Because it has not happened, however, is not proof that it
cannot happen. In terms of this essay, continued success of the Rocke-
feller family in sustaining a position of relative advantage is proof only |
that they are superior organizers to those who would see it otherwise.

it might be well at this point while we are examining the principles ot
organizational physics to follow the progress of an imbalanced system as
it moves fromstasis td turmoil and from there attains either a new stasis
or returns to the old stasis under the response of the system to turmail.
The following diagrams are offered as helpful analogies.

Consider a large system in stasis (Diagram 1), imbalanced by the .
compacted weight of those who have accumulated power and wealth on
one side (A) and the dispersed and diffuse weight of those who are
unrelated, powerless, and poor. on the other side (B). In the case of
schools, A represents the school board or the superintendent, and B’
represents the teachers or the students ar interested community figures,

L
[

Diagram 1.

Confronted with such an imbalanced system, the organizer has two
alternatives (or combinations of both). On the one hand, the organizer
can diffuse the compacted power (Diagram 2), thus effecting balance.
This is done by breaking up relationships between power figures or by
separating them from fesources. authority, or money.
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Or theséréanriser can bring about a Lgmpautnegg to the diffuse side
(Dnagrarﬂm) This is done b/ solidifying th@ dliaffPLTEd behind an issue:

'g ‘r{;‘, : . B
A Diagram 3.

anizer to bring balance into an TFﬁDdlSﬂCF‘d
2d by attempts of the compacted power
e method (Diagram 5) is to tittempt 16 - -
y adding on addlhmnal res sources, -

QESEWES ar& brought in new coai I|Dr1 are formed; resources from
other imbalanced system rrfowed. The establishment reaches out
into the C(jmﬂ1ur1lty to JQiﬂ fDrCéS with sympathetic groups. Thus, for
exampfe: in a labor model, f we were 10.a attempt to ul;::pl the beef
“ndustry by closing down the feed markpt industry response mlqht be to
import feed. If labor counters by closing downv the ports, mdustry might
counter by flying in the feed
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' If a!l c:c)un'ters can be cauntéréd or if the estabiishment efforté 1@
play Establlshed pgwer when threatenéd f“anlattract key eler’nems of
the opposition'to its side, thus maintaining imbalance (Diagram E) This-is.
_done commonly by recruiting. persons of. talem or |ntelllgem:e or leader-
ship out of the oppasmoﬁ ! ( o _

. E ~ Diagramé.

Another technique is to silit any attempts at compactness (Diagram
7), thus recreating the ofiginal diffusion and preventing countervailing
thrusts. This is done through a variety of divide-and-conquer strategies
and through the use of threat, selective advantage, propaganda, etc.

Z:/ - Diagrarﬁ 7.

+ The prmmple then, are rela;iively simple; it is the complexity Vaﬂd
variety of the teghmqués for, applying the principles that make the |,
achievement of- organizational change so difficult. The essential
principte, above all else, is that those who wish to do gDod through the
power-of organizations must {earn to solidify the disaffected elements
within the institution into a countervailing force in order to achieve parity

- of power. Further, they must learn to sustain the force of solidarity and to
__direct itiin a tactical way. Without such knowledge. ithe farce.of.good can-. ,
) only be rhetoric, and in hierarchical institutions rhetoric is.mus si® to the

ears of the e‘tabll hment. Clearly, there is a case for the intense study of
.organizational behavior in the education of teachers, and perhaps para-
dcmcally such a program Df %Iudy w;ll never DF‘EDFT]F a r?a‘ﬁ‘y untit
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Same Reﬂectlons on Issues Ralsed
" in the Three Discussions

Roy A Edelfelt ./ Ronald G. Corwin

3

]

Each author has chasen to c@nceﬂtrate on a few features of sch@als

- as orgamzatlans and does so from hig particular perspective. lee

AF‘F’RDACHE L oF

themes developed are so fundamental that it is ‘worthwhile to reflect fur-
ther upon the:similarities and differences expressed by the authors. Fur-

_ ther discussiofi a|so seems necessary in view of the fact that this is still a
controversial field. Even theorists who agree on the basics will differ on

specific points. People looking for quick and simple ariswers may find
this state of the art unsatisfying. But on the positive side, it means that

" each of us, as sfudents of organization, may have something worthwhile

to say. Indeed, the purpose of this volume is to present alternative
perspectives, and to raise issues that will challenge each of us to-think
further about organizations. With this in mind, it may now be useful to

GDrﬂpare some major ideas and themes develaped by the threé writers.

a
)

"The first pomt of corﬁparlgon is IﬁE\VETIDUS ways the authors ap- -
proach the subject..Lortie and Tumin are sociologists and students of
organizations. They describe -educational organizations. In .addition, '
Tumin offers some advice designed to help individuals achieve success

in organizations. As we interpret his comments, he is not defending the

requirements for-survival. He is realistic about how most people do, and

“often must, act to prosper or be promoted in the average organization.

By faking a descriptive approach, these authors have been able-to N

Jdemlfy several kay _featurea of schools, such as their cellular bureau-

cratic structure, compulsory attendance, Tocal financing, nierarchical -

structure, stress on majntaining discipline, their mulm:sle cons stituencies |
and, the reasons for thelr large. 5|ze ‘ E .

25 c:ially
to peaplé who are flrF‘d Df (;or’xfarmlng and impatient for fjh:mgé As an
advocate of change, he wams organizatjonal reform through the strategy
of collective teacher actfon. This prescriptive approach has somé disad-
vamagéé in that it presents only a particular fqacus and, gives a partlalﬁz
view of schools. Power and conflict are very important, but they are not
the only characteristics of schools. However, the approach, ha funda-
mental advaﬂagéa as well. It illuminates the process of CanIlct inaway
thatis not possibleina @LFEI}I descriptive treatment. It can help us under-

2 ] 4 o
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‘stand schools better and suggest ways to improve them. v’ThuS. Hottle-

man's discussiori is stimulating and thought provoking.

i

IMAGE OF DRCANIZATIDNS

The threé suthars take different perspe\:nves whu:h lead them 1o -

adopt -slightly .different mages of organization. Tumin starts with the
larger piciure, the macrocosm, and calls attention to the large scale bu-
reaucratn: ﬂature of Schocl dlstm:ts Stressmg the|r structural features

vamagé pcmt HIS view of SChDD|S is camprehenswe but his fcn:us is on
c;lassrc:@ms which he sees as the basic part frcm whn:h the Iarger sys=
Iecnons Df classrocms he ObSEfVES that authorny foIIows vertu:al Imes
only within managerial spheres. This leaves teachers*in charge of the
educational process within classrooms.

Hottleman is concerned about change and how n can be achléved
through collective action. He chooses to concentrate on the locus of
power and the managerial hierarchy. His position.is that this hierarchy,.
as presently arranged, is detrimental to teachers unless they organize to
.protect themselves. He is concerned about power but gives less atten-
fion than Lortie to the teachers’ authority over the classroom.

1

HE USEFULNESS OF QRCANIZATIDNS

To Turﬂln saganizations are the end products of the impersonal
“ forces of evolution. Hg contends that bureaucratic ‘structure and hier-
archy have proven to be necessary and useful, their -utility often déut-
weighing the problems they create, By contrast, Hottleman zeros in on
their negative qualmes He seems to have in mind the “‘monstrous model
of organization' to which Tumin refers. Hierarchy is seen as opres ;,lveiﬁg

and conspiratorial. Thus, he accuses teacher educators of dellberately .

- depriving teackers of Qrgamzatlgnal theory to- keep teachers in’ their
_ place. Lortie appreciates the ultility of organizations, but also makes ob-
——seralions that might be construed as_a measured and reasonable argu-

ment fcr ch:mge The dlffEIEﬂCtﬁ in Dercepnon betweerx the's gch}:ﬂar and‘ -

p@rtant synthesuzmg ta%k to. you as you anempt ID :apply theoretlc:al con-
¥ Eepts in action setlings. ,

D
5,

- SDLJRCES OF PROBLEMS

Because bureéaucracy is a relatively efficient forrn of Drgamzqn@n
Tumin concludes that whenever bureaucracies fail to function well, it is
-probably due to the failure of their members.ta.perform as prescribed
and expected. He-sees many sources of malfum:tlan uﬂrESlISIIC expec:-

i w
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/ tations, inadequate resources, podriy ‘developed incentives, inédequate

4
/

-

training and socialization, inflexible supervision, and confusion of roles
.and lines of communication. ‘ o :

. All three authors appreciate the structural problems that can arise
in bureaucracies. Hottleman wants to change the balance of power and -

-

_authority as a way of alleviating some of the problems of teachers. Lortie

*

. problems i schools can be traced to their celiular structure and poorly

developed technology, as well as to the hierarchy. What seems ironic is
that the leaders of teacher organizations who are responsible for bar-
gaining contracts do not seem inclined to bargain collectively for struc-

" tural reform of schools. Even Hottleman makes no mention of such an
approach despite his strong position on action for change.

THE DEGREE OF AUTONOMY AND IR

STRUCTURAL LOOSENESS o
Theoretically, xf:ohwplex @Fgaﬁizations are'made up of distinct parts,

or groupings of people and tasks that constitute the division of labor.

" “‘Slippage'" tends to take place as policies are implemented at succes-

sive levels of authority and in different zones of the organization. Lortie

~.Stresses this feature when he refers to schools as "“cellular’’ structures

that give teachers a great deal of discretion, particularly over classroom..

;matters. Itis important for teachers to fully understand this cellular char- .

acteriatic, because it represents a trade-off, a sacrifice of power at
higher levels, and is one key to the amount of'discre_ticn, or options, avail-
able to them. -~ : o

.Lortie makes no explicit value judgment about structural’ loose- _
- ness. It might produce inefficiency in some types of ofganizations, in

which the production process is linear, programmed and predictable.
However, .it- can be useful, even- essential, in human service

~organizations with less precise techndlogies- and less .predictable
- outcomes. Given that learning is an imprecise process, structural

looseness may help to assure that individual differences will be handled.

T Lortie’ s CoNCIuson abeut the atoant et d iScrefion that féachérs do

have may seem to differ from Hottlgman's views, but their differencées
can.be easily explained. Lortie is talking about the amount of dis’cretiqn
that indiVidual teachers have within their classrooms, He concludes that
they do have a great deal of discretion. In- contrast, Hottleman is"con-
cerned about the collective power of teachers to influence larger issugs
extending beyond individual’ classrooms. He-contends that individual
teachers do 'Hay? much power at that level. These two conclusions
are consistent with our discussion of power and autonomy in Volume |

- and.in Part | of this'volume: Autonomy' does not bestow power. Indeed,

often employees are permitted to exércise d{sgretiorl over minor matters
74

{takes an even more global position. when he suggests that many of.the
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only because they do not have the power to effect the mpcrtam out-

comes. For this reason, it is always |mportant before taking action to con-

' suder the degree to-which larger issues influence the srﬂaller context.

i

LVLCC)F‘ING STRATEGIES

leeﬂ these dxfferences |n approaches ttj and wews of Drgamza‘
tIDﬁS itis understandable that the'authors propose different strategies
for coping with organizations. The term “coping strategies'' refers here -
{& the individual or collective means that people use to achieve their per-
sonal goals, whether- the- ‘goal is to survive, to succeed, to exercise influ-
ence, or whatever.

Tumin, suggests some very spemﬂ: coping stilitegies individuals
may use.. HIS rules, almed primarily at new teachers, indicate how
“ritualistic conformny as it was referred 1o in Volume | can be adopted
to advantage. The purpose of rules is to help the mdmdual succeed in
schools as they currently operate. Individuals, of course, can choose not

1o follow rules, but at great risk to their prospects for- achlevmg gsuccess

within the organization.

Tumin's discussion serves a useful purpose beyond ;jrowdmg
guidance to those who choose to follow it. For the rules almost cynically, -
clarify what it can cost an individual to * ‘survive'' in terms of his or her
self-concept, integrity, -initiative and esteem. Put in these stark terms,
some readers may decide that survival is not enough. =~ |

Hottleman proposes activism as a different cdpmg strategy. (We re-
ferred to this as the '‘rebellious’” strategy in Volume I.) His advice is di-
rected to individuals as a collective response. It is possible for teachers .
to follow Tumin's rules when responding individually and Hottleman's ad-
vice when responding collectively. What Hottleman proposes has in fact
been a prevalent response of both the NEA and the AFT in recent years.

. However, as Lortie suggests, effective use of this strategy requires more
sgphlstlzated knowledge about Grgamzatlgn than many teachers can

now claim.
A_somewhat_more analylical approach is su_ggested in Lortie’ SdIS=

CUSSIOF‘I He does not prescribe specific coping stratéguenge prognps-
ticates. He predicts some future developments, based on projectlans of
current trends and his obvious familiarity with teaching. He invites the
reader 1o analyze the conditions and circumstances and to reach his or
her own conclusions. However, his remarks %uggeat that improved tech-
nology. and research and development can help individuals better deal
with organizations, and can help teachers deal with the future by antic-
ipating the trends and undérftandi'ﬂq the reasons for them. He seems {o
be saying that one can cope better with an organization if one pauses 10
analyze it. This step introduces the notion of-an organizational ecology
and is advisable before one adopts any mode of-coping. |
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ln view of the mterdependence of orgsnlzatlonal charactenstlc;s |t

Réccjgnlzmg thus Lortn; suggests at le_a,st one mportant change to ac- -

company increased teacher power. Power has a price: teachers will be
held more accountable for the failures and the successes of schools as
they enter more fully into decision making.

v The fact that each author seems to be thinking of the different c@sts
and rewards for teachers helps explain why they chﬁ;se to concentrate
on different coping. strategies. Tumin is being realistic and careful about
the risks involved for new teachers who ignore the power structure of
education. Hottleman, on the other hand, stresses the need for change
-and the possible gains that could occur from collective action, not only
because there are fewer risks in collective action, but also because he is
being more visionary about how teaching should be. But we suspect all of
the writers would agree that no one coping strategy is sufficient. A
variety of coping strategies is useful, depending upon the circum-
stances. Tidhing is éspecialiy important. For example, Tumin's recom-
mendations are aimed at new teachers before they have expenence and
tenure. Both experience and tenure can reduce the risk or provide some
of the wisdomnd job security a person needs to act in innovafive ways.
Under spme conditions, rebellion can be seen as a prelude to innovation
or an zﬂ&rnahve to it or perhaps complementary to it. Finally, we should
note t the effecnver’ness of a strategy depénds in part upon the era and
social reward. Rebellion, innovation, and retreat seem to have been
more char'ac::terisjic: of some decades than of others in recent times.
THE ROLE OF CONFLICT

‘AII tﬁree authors believe that Organizatianél CDﬁfliCt is normal and

Iematn: For Tumm |t 15 promotéd by vague or mconsstent goals and
success criteria, and the heterogeneity df the clientele. Hottleman evalu-

« Aates conflict to the.status of one of his two major purposes of

organization. It is particularly interesting that from very divergent evolu-

.. lionary, pragmatic._and advocacy pasitions, Tumin, Lortie.and Hottleman---

all reach the same conclusion: that collective bargaining potentially can
make a positive contribution to-education.

As the three authors suggest, conflict js pr@bably pradured by the
division of Iabor and also by the fact that employees hive different goals -
a varlety of peaple outqlde of the Drgamzatloﬁ W?

IEﬁSIGﬂS thad Lorties ﬁtans 8 o)
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One value QiHottlernan s discussion is that it highlights the positive
contribution that conflict can mgke to improving orgsmzaﬂons bothasa
means of forcing change and of compromise. Conflict serves to chal-
lenge assumptions and stretch thlnkmé to create discomfort wittf exist-
ing ﬁractncéﬁ and even to threaten the parties involved, thus prompting
them to entertain changes. Once these functions of conflict have been -
reccgmzed itis lmpcrtantm begin to synfhesge the C:Cmfll(:t perspectwe

- with other organlzatlcn perspectives. =

People come- t ) very different ‘conclusions about hc:w useful, or
“functional” COﬂfllc is, depending upon (a) whether their purpose is to
improve coordination or to permit wider participation in setting goals {b)
the type of organization they have in mind, and-(c) the degree of c:cmﬂn:t‘
they are considering. On the first point, while conflict.is probably neces-
sary for the process of goal setting, contunumg major conflicts can.
hinder coordination. It is the price of a participatory democracy, and part

. of the trade-off- between the.effectiveness and efficiency of organiza-
tions. On the second point, conflict is more central to some organizations
than togthers and so can be more easily accom dated in some than¥
others. Labor- unions, perhaps, are formed f:lﬁcally to carry o;‘\
conflict, but many organizations exist for purely’Social reasons, Finally;
we should remember that while power can be used for good, like any
other tool it can also be destructive unless effective conflict resolution
mechanisms are available. But if conflict can be resolved even partially,
itcanbea VItal stimulus for lrnpraver’nem

PARTICIPATION IN DECISIONS ~ *

All of the authors believe that hlerarzhy is .a central featuré of
schools, but they differ on whether it is inevitable and on who can par-
ticipate in the key decisions. One of the central issues concerns the ex-
tent to which people in the hierarchy tdke into account various constit-
uencies and, more important, the opportunities for these constituencies
to share in the decisions. Lortie @d Tumin .seem to seé far. more groups

. partncﬁnpga_‘tmg than does Hottléman. The same rationale and strategies
" that Hottleman advocatés could easily beé extended o students “Teath = ==

ers pitted against their students is an eventualny that he dQEa not, nor

was he asked 10, GGﬁSIdér

(I

'CDMFARISQNS ETWEEN SCHOOLS AND »
OTHER ORGANIZATIONS - - C

= There are ‘many reasonable ways in which organizations can be
compared, for example: the control employees have over their daily
schedules: the criteria used-to determine the client’s eligibility to receive
services offered by the: organization; the. amount of incentive for em-
plqyees to be responsive to the needs and desires of different c:ategones

-
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cxf c:hents and the extent to wi‘m:h erﬂployees and laymen’ partncnpate in
the control of the argamzatpn The, reader probably can thll‘lk of stlll

- other salient dimensions.
Both Lortie and Tumin identify a few of these ways in which schoals '

differ from other types of organizations. They recognize that schools ren-
der a service 1o the public, are publicly and locally caﬂtro!!ed operate on
ccnfllctlng criteria of success, rely on compulsory attendance and on
- standardized technology. The fact that ‘schools are the only major social
service on which titizens vote directly and frequently is another impor-
tant dlfference which seriously interferes with continuity and:planning
but'which also gives the public some voice in educatiorial policy.,

It g8 important to consider such differences, as well as the similar-
ities, because teachers could get a jaundiced, parocmal view of their
- world if not exposed to other modes of work. Unless teachers make a de-
liberate effort to maintain perspective, they can become molded simply
by the pressures of being treated in certain ways for long periods-of time,
"and thus come to think of themselves in an isolated role. Persons could
become different from what they could have been because the organlzas
tion was al!owed to shape the lndlvxdual -Some influence, i.e., "being
socialized,” is inevitable, but the’ teacher’ who maintains some perspec-
tlve on the Iarger world of orgamzatlons can remam a broader person.

THE SICNIFICANCE OF QRCANIZATI@NAL THEC)RY

All three WFITETS are convinced. that ngar‘IIEEIIDHBI theory can be
useful to téachers and other citizens. If Tumin'is correct in his claim that
large school organization is here to stay, all of us will either have to learn

" td live more effectively with it or discover more than is now known about ~*. s
how to decentralize more effectively and organize in other ways. Hottle-
man sees knowledge about organizations-and organizing as an effective
approach for individuals who do not have much power. And Lortie is
persuaswe wheq he predicts that Drgamzatlons will bec:orne more tech:
nologically complex If Lortie's - predictions about the new school
technology prove irue, teachers will nodonger be abte to isolate them-

--selves from the events of the larger school and school district, .They will

have to deveIOp a much larger perspective, ‘become prepared for an.in-

creasing .scope of responsibilities, and gain-the skills to mteract V\Zth

many more solleagues inamore c::omplex enwronment e .
R .

CONCLUSION

While the authors ‘tepresent different persuasic:m th’at for argu- e
ment's sake provide valid'contrasts, one should be cdreful net to over- =, .
" generalize about an- authgr s position. Due to- space thlletlDﬁS each -
author has been able to present only a partial treatment: What is impor-
tant for our purposes is that there are rnany valld approaches to the Study /

T I €
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combination help an interested person arrive at a more coraprehensgive |
o e . S L e Pl
SOME QUESTIONS FOR BISCUSSION ; _
Before turning to’ some additional considerations not yet fully
dealt with, we want tb urge each reader to reflect further on these
papers. They are .ric::h in insight, but we have only begun to touch-upon
their full implications. _Rather than try to summarize at this point, we

. would rather conclude our discussion with a series of questions:

¥

—. ....1o college professo

1, Contrast Hottleman's discussion of hierarchy with that of Tumin
"and Lortie. Is there an absolute need for hierarchy in the
organization of the school? If so, how can it be justified? What

. shoulid its function te? How can teachers exert influence to assure
that the negative aspects of hierarchy are minimized or reduced?
‘Are there alternatives to hierarchy? What might they be?

2. Can a person at the top of the hierarchy long continue to wield
power unfairly, indiscriminately, against the will of the majority in a
school organization? How can teachers check the misuse of power?

3. Compare Hottleman's and Lortie’s points of view on conflict.

Which seems more valid to you? Are there other views on conflict
that should be considered? :

4. |s there any position between Tumin (in his rules) and Hottleman,
as an activist, that more appropriately serves your purpose?

5. Contrast Lortie s discussion of technology with Tumin's.

6. Which of the authors seems to be most familiar with the teaching
. - profession? Which seems to view it from an outside or neutral
qwsmosition? Howsimportant.is it to be able to view teaching and the
cHool objeafively as a social system? . .,
7 ontrast Tumin's perspective of organizational intent with Hottleman's.
' 8-Compare and evaluate the ways Tumin and Lortie indicate that -
schools differ from other formal organizations: - - :

9. Are Tumin's rules directéd more at individual behavior or at

organizational phenomenon? Would these rules apply equally well
s? To self-employed business persons? To

T s T

corporation exec 5 :
-10. It seems obvious that the authors are suggesting or inferring that
~ schools need to be reorganized. That might mean decentralization,
reducing hierarchy, etc. Looking at your own school, what reform

=

or reorganization-would-centribute’foimprovement? . s
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Part 11 -

Schools and Teachers in Action

= o

Part | of this book describes some characlens"t’rcs of Schools as

- social organizations and raises issues surrounding the cgmplexlty of
defining. schools and comparing one school with another. In Part II, -
Dan Lortie, Melvin: Tur%m and Girard Hottleman use their own ap- -
proaches in addressing teachers about schools as organlzanons and
Roy Edelfelt and Ronald Corwin present their reflections on the three.

~ discussions. The purpose of this section is to describe scme possible
activities that might help parnmpams explore the issues ih Parts | and
Il and test and apply concepls ‘raised by the authors. A-summary, of
the activities is followed by suggested procedureés and other irnore
mation needed to carry out each exercise. .

The instructor should select activities in the order that best suits
participant levels of awareness and the instructional purpose. Par-
ticipants or instructors will probably want to modify or add to the list of
aclivities offered. :

- Summary of Activities
. 1. Draw a Sc:hool Aﬁ imdeuc:lory exérciseﬁ

apbout SChGOIS
riting a Case Study. Relating an understanding of schools as
organizations to personal experience.
5. Up the Down Staircase. Apjplylng what has been learned to a
feature length film. '

R i R

. Activity 1.

Draw a School e

~ The purpose of this activity is to assist participants as fﬁ'éf:’ccﬂ‘
tinue 1o refine their understandings of schools. After reading Part | of
this volume, “Schools: A Kaleidoscopic View,” parlicipants are en-
couraged: to consider the schools where they are or have been

[nin]
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-employed and to illustrate grgghically the organizatiohs as they view

- them. Consideration of the following steps may be helpful:

* Draw the school you have been cons@ermg (The instructor
should provide chart paper and marking pens.) Use pictufes,
words or symbols if you like. Do not draw an organization.
chart. Do try to include what you feel are important elements
of the school organization. (10 minutes) ;

* Show your drawing to others in the grotip Explam what the
drawmg depicts. Group members may ask questions to help’
you' further define the characteristics of the school you have
.described. (Five' minutes for each participant)

* Review the, drawings of each group member and comparetor

contrast the characteristics they have |I|ustrated Consnder
likenesses.and differences such as
-— complexny of the Qrgamzanoh
— hierarchy
— locus of power, autl§®rity - -
— communications systems
— decision- makmg systems
— goals

autonomy

status

|

o !
S
3
W
w
o}
a
3
9
-3
]
e
o
o]
@
Q
c.
S
T
L

rules Eﬂd regul*atlcrﬂg
— boundaries: wha is inside, who is outside?
— elc.”*
Participants may. proceed next to the reading of Part Il They will
have the opportunity io.relate their views of schools to the views of
three authors Dan Lortie, Melvin Tumin, and Girard Hottleman.

9%

¥
_—— — = +
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*A list of conceprs that may jpp/y la the d/_.uﬁ an gz contgmned o Valume | page 47
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Activity 2 .

Schools as Drganigatian}s: ’ AR

Participants begin their readmg of Part |Il, “"Schools_as Organiza-
tions: Three Discussions with Commentary,” with the understanding
that -schools are compléx organizations: that can be viewed from

various vantage points. The papers contained in F’art il shou}a pr&oke
enthusiastic discussion.

The instructor mlght employ a presentatlan and débaté strategy
to capitalize on the participants’ redctions to the papers. A des cription
of that strategy follows. . )

# Divide participants into three groups and gssign one pmper
* (Lortie, Tumin, or Hottleman) to each group
e Instruct the groups to read their papers fand” prépare a five
minute overview of the paper for. the whole group. :
+ |Instruct the groups to develop a critique of the papers. using
some questions such as the followjng as a ‘guide:
—What issues does the author want the reader to consider?
r —On which characteristics Qf schools as Drgaﬂizatior g does
the author focus? . '
— With which points do yDu agree, disdgree, take issue. feel, .
challenged? T '
— How might teachers begin to utilize or apply concepts

‘presented in the paper?

— What cautions or advice would you glve to another teacher

3 reading this paper?

* Ask each group to present the averview of ns paper m the
s “whole group, then open the session to dISCUS;IDﬂ using the
- above questions as a gulde
. = Have participants read papers they have Wot read

= Summarize the se ession and auggest that Dartlc‘lp:jﬁ s study

e _Partll_secti tion 4, gome Reflections on_Issues Raised in the

v Three Discussions. " Written by Roy Edelfelt and Ronald

‘Corwin, the arhc.le provides yet another viewpoint on the

Lortie. Tumin, and Hottleman papers. Additional questions for

discussion appear at the end of the article.
. _

i"mc
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. Activity 3

" John Bénks: A Seduéntial Case StLjdy

The intent of this case. study is to present an exrstmg probrern.

situgtion and develop an Explanatmn and analysis. based upon iden-
tifying relevant organizational characteristics and norms.

The analysis focuses, in part, on the.positions of the major play=
ers in the organizational hierarchy with additional emphasis given to

- the phenomeng of conflict, power, authority,.and aufonomy. The vul-
~ nerability of the school organization based upon |ts envuroﬂmental con:’

text is also addressed.

The case selected for dnscussmn here has been included for ilus-
trative purposes. It is not necessarily ‘the only case that can be used,
and the reader may wish to find. or write others that are more .ap-
propriate. (See Activity 4.) Nor is there any one correct interpretation:
each analyst will_bring a personal pergpectwe What is important is
that in the prc:sc:éss Df reflectmg on a case abstra(:t c:t:mc:epts and

1

SUGGESTIDNS FOR USE C)F CASE , .

“John Banks'' is a case study that gives the reader an excelleﬁt
opportunity -to identify characteristics 6f organizations and organiza-
tional norms and to examine role conflicts and coping strategies.

The case -is sequential and contains three parts (A, B, and C).

which may be read and discussed separately. The sequential ap-
proach allows participants to consider small amounts of information at
a time. Some ways in which the case may be used are sugges ted be-
low. The SUQQEE‘,UGHS are followed by a copy of the case study and by
an aﬁaly sis-of the case.

3

. e Theinstructor mjgmztsagm by. reﬁwg:the.casezsmdgfiaadfmé -
analysis in order to plan its introduction to participants'and to , -

, plan the discussions that will follow each part of the case. ¥
possible, we suggest that discussions be in small groups of
.8 1*1‘ people. Participams should kﬁow that the case represents

aCQUIFIﬁg They should be eﬁf:@uragéd to examme Johﬁ S
problem from an orgamzatlonal anda persoﬁal point of view.

- : DI&.IFIbUté Part A. Read, discuss and ldemn‘y the possible.

conflicts that mlqht occur.

84
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2 Dlstrlbute Part B. (You may WISh to have’ partlcupams read A~
~and'B before beginning any discussion.) The fDIIoer’lg . :
questions might be posed: . o 8
——How would you describe tHe problem in th!S c.ase'? What
organizational chasacteristics are contrubutmg toit?
—In what ways cauld this problem best be dealt with?” ™
—What would you do'in this situation if you were John'? If , S
., you were the principal? why? T o
#  —What are the sources of pressure acting on ‘thé L
< individuals and-groups, in this case?. = o
‘ =What orgamzanonal norms are in play? '_ L

3. Dlstrlbute Part.C. Read and dnscu:,s usmg the foll@wmg
quegncns as a guide:
—Does your ‘analysis’of the situation change with the
, a*ddntuonal information? How?
» 7. —what organazatfohal charactenstlcs are contributing to
the préblem’? - «
" —What strategies could John USeJD CDDE wnh the . -+ . =
* problem? What would you do now? - S
—If "John’' Banks had been a weman ra’ther‘than a man,
“wotld:it have made any dlfference in your analys% of the
“ case? If so, why'? . s

4, Summarize the cas R AN . e

- who
* Additional suggestions for the use of the case would be to °
have the participants role play conversations between the | SR
~ - teacher and the principal. In one case, the téacher could role. . |
play an individual following Tumin's advice. In. another.
situation tHe teacher could rm:)del his or her behavior upon the
suggestions of Hottleman. F’artlclpams could be asked to‘
-analyze {he: outcomes of both types of behavior.

To achie¥e some measure of closure, it W|Ir be- |mpgrtam to gen- S
_eralize_about the analysis of the case. Organizational characteristics , o. '

considered during the analysis SHolld be emmphagized:-Questions: SEGh—-- g
as the follawmg may assist in :ummquzmg thé case. -

e Whatparallels do you ee,between this case and the Terry
Trevors case presented.inyolume |, and the film ‘recammended
for this volume, Up the Dowin Sts:rcase'? For example, whatis -
the relative importance of the bureaucracy and the community-
as a source of control in egch situation? What are the m:uor
differences inthe problénis of each case? . - : -

g ./ * -Whatwouldyoudo if yo were in John Bank's place? Ifyou were
) a friend or colleague what advice would you qwe to him?

O

ERIC

Aruitoxt provided by Eic:



: d
E.XTHE CASE IN BRIEF Lo o

John Banks is a. sixth grade téacher who is pnmarlly mterested in

- ‘social studies. He is jn. his second year of teaching and is untenured In
" his spare time John-enjoys operating .a small farm in the southern com-
munity in which he.lives. After his first year of teaching, John decides to
congentrate on strengthening and improving the social studies com-

- ponent of his next sixth grade class. He subsequently chooses to use =~ -

~ part of the Man: A Course of Study (MACOS), cur:)culurn but fails victim

toan unexpeetéd result. The mother of one of his pupils complains to and

Ms. Flowers, the school prmclpal regarding the content and
2 perceives him'to be teéaching. The.évents that follow Iead to

. John discontinue his use of MACOS and stay within the parameters of the
», adopted téxt. The local superintendent is campaigning for state superin-

1tendent of public instruction. John perceives Ms. Flowers to be evading
‘"her professiond! responsibilities for,”.among other reasons, polltu:al

expediency. Even though-she reminds him that he is on a year-to-year

‘contract and that compromises are sometimes necessary, John is deter-
mined not to comply without pursuing the matter further.

T
) L |

£

- Jc:hn Banks Slxth C.rade Teacher '

‘byMaerewtcn : o PR

Part A o B

Jghn Eaﬂks graduated summa cum laude from one of the BIQ Ten

umversmes in the Northeastern United States. He majoréd.in elementary’

_‘education and took an additional area of concentration in anthropology.
John's desire; follf:.\wmg graduatton was to return to his home state,

.,__shscated well below the Mason-Dixon line. He wanted to teach in or near a’
~ rural éommunity sothat he could build and operate a small farm in hIS

free tlme—scmethmg he had always wanted fo do.

_ canfﬁet between John and Ms. Flowers. Ms. Flowers ‘‘requests’ that-

John's collegiate recommendations were impeccable. His majc;r

-advisor in. ec:llege\ {(who was also ‘his superwsmg teacher during his
student teaching experience) indica ed that... ''John pc:assesses the .
Bler teache; and dlsplaxs many

_raw qualities of a humanistic. ma
" attributes of effective.democratic leat hip.™!

" During his senigr year, John was interviewed at the umversnty by

recru;ters from & nurnber of large southern school systerﬁs The

P
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' appmnted to Magnoli

- ; Iargest bank,

o
=

o Institution. /..

Slnce recrulters frnm srnall s -hool, SYStéI‘T‘IS in thé sauth dld not
typlcally recruit at-the university John attended, John sent his/resume

- - and- transcnpt to. a number of; sﬁch systems in his home ‘state: After
" seVeral weeks he was mvnted‘tal terview with the supenntendents of two, '

'_af the systems. Foilcwmg the interviews, he" was offered a position in N
-both systems. John Sélectedf it eﬁhelbyvnle :school system because he
félt it to be mostconsistent with his’petsonal’ and professional needs and

desnrés His -appointmenit, h wever, was. SDﬂtlgEﬂt upon his compjetmg
"-‘;jhﬂc additional courses requ ed for elementary c:ertlﬂcatléﬁ by his state

John's intent was to s:orﬁplete the courses dunhg fhé summer fDlIéwmgs

hlsgraduatlcm e - e .

‘During the summer/as. he worked tgward complétlon of the courses

' necessary. for certuf&ca N, John again met with Dr. Lazarus, the sy
tendent. Also snttmg | -were the principals.of three of the eréerjiary _
schools'in the . systé ’_,

Elémentary Schao] asa suxth gréde teacher whe*‘e'

éibywlle systern for_
-twenty yea\’s b fore assurnmg a prmclp__ ‘S éis"the only woman
admmlstrator ift the system. Her husband s : nféxecutlve in Shelbyville's /
,nd Has récently Sewed/g a specual budgetary advxscnr t

~ Shelbyyille is “the count% ,Df -
.20, CIDG is:| ncwn statewnde |t§ap

- ltn ,-I'I;ht wing sphm/eg_lg
lighed ponservative Prot
o The majority ‘/of teat:

radugtes of the/éme fégi' hal umversuty Iocatedfrty mlles away John .
s partof the fof tyffwa;,pergem who hasg not g;ad ated from that univer- -
ity and omﬂ;/of 4 verysfew who has not graated from an instate

és a result of the- meeting, John was. afﬂclany s




‘rapport with both his

‘real problems :for .Jahr;;He has established go
nimal peer criticism or

colleagues andMs. Flowers and has met with 1 A
.advice: regarding innovative teaching methodologies and/or curriculum .
atgfials he experiments with during that firstyear. -~ °~ 7 3
" At-times; however, John feels somewhat isolated from his profes-
‘sional ¢olleagues. Most of them belong to various, formal and informal
groups defined by sex, Their group -activities or-concerns are often the -
topicg of_their conversations in the teachers’ lounge and in the halls.
Consequently, John often finds ‘himself éither-disinterested or unable to
relate.. He has, however, joined.the Shelbyville Teachers Association
%('STA);?i’n: ah-attempt to 'estagjjsﬁ professional male-friendships, but-at-
{tends ‘meetings irregularly. Most of his spare time is spent working on a
'small farm he has acquired.  , ° : A
" The STA is a sfnall group of teachgrs. It primarily represents the
junior and seniopfigh school lévels. The members have the reputation in
,the school system of being the most yocal advocates for collective bar-
e generally are the most liberal. Few elementaryitgachergf
_dohn-also holds membership in his state’s affiliate of the'NEA, as
as NEA itself. L o

H
/ .
!

e 'jicjhn.,EankS: A Sixth Grade Teacher — Part B

The sumrer following his first. year of ‘teaching,* John begins
working toward a Master's degree at the nearby university. During that
-timeg he becomes acquainted with the ESEA Title I Materials Resource’.
Center (MRC) and its holdings. The MRC is housed in the college ¢f
education at the university. John's school system is located in the ggo-

graphic region that is able to utilize materials and services of the MRQ.
" One afternoor, as John browses thrdugh some shelves at the MRC,
he uncovers a complete upper elementary socidl studies curriguium, -
Man: A Course of Study (MACOS), that he studied’and respegted as -
an undergraduate. -John had previously requested that MACOS be
ordered at the local level but had been told that the cdst was pfohibitive
in terms of existing funds for curriculum materials. .
"~ The MACOS materials at the MRC are still boxed and uyiused. John

is. excitedly aware that the entire curriculum is availablg for his use
¥ B : 3,/

through the regional MAC. . -

As the summer-passes, John begins developing currjcula and toying
with ideas for his next sixth grade class. He feels that he/is able to devote
more time to curriculum and instruction this year than/he has during his
first year because he has learned the nor-instructional procedures and

-mechanics unique to his schoeol and system during hig first year.




-John has both a personal sﬁd 1, ofessn@nal mterést in anthr@;:olagy
and. mstow (and' social studies in general). He: has an intense desire to-
build a Stronger social studidf cof ponentin his sixth grade classes. Con- .

- sequently, John decides that ag'part of their study of other:cultures, his

: s’tuﬂ“ents will study the Netsmk Eskimos, a unit in the MACOS curriculurh.”

.- It is.John's intent to- ntrc&duc‘e his youngsters -t6. the Netsilik

- Eskimos so they will undefstand and appreciate peaple of different
cultures and thereby betjer undgrstand themselves.' . John chooses
MAEC)S not only becausg hé is familiar with it or for its fine prbfessional

- TEputEtIOﬁ bat also begause its themes aﬁd content are drawn frDm_-

- anthmpclagy scxcnal pgychology, and bloh:gy—areas thstgreatly mterf :

‘' esthim, . . ' -
School opens iy September In- November JSﬁn s mlass ‘béglns to;

rmd-lent of studymg the Netsmk Esklmos M$ Fl% ,
. Visits Jc:hn s classroom twice in a.one week period. This ogcurrence - .
. seems tnusugl to John as Ms. Flowers has Déiy visited hIS class once’
. beforesalmstayear ago, when he first began teachmg : .
, One dgy, thé following week, Ms. Flowers asks Jofin to §top by her
- office befgfe leamg for the day. At that meeting, she informs John that
- -she has feceived & ‘serious complaint from.the mother of one of his
- pupils. Theature of the complaint coﬂcerns the n:cmtent associated with - ,'
' studylng the Netsilik Eskimos. o
. Flawers indicates that the rnother is irate bec:ause Mr ‘Banks -
s is teachmg our children about wife swapping; he's teaching that wife
“swa ‘plng is not a sin; and he's instilling other immoral .ideas in ‘their
L _th 45." The rﬁc:\ther(accordmg to Ms. Flowers) further states that “'If you
(Ms. Flowers) don't see that he ceases this immediately, |’ m going to
a semble all the parents of the students in the class and make sure they
Know the kind of stuff that that man is teachmg :
/ - At first John i5 shocked at the accusation levied: agamst him. He
- [ informs Ms: Flowers that the situation was an “‘absurdity’’ and that it was
/ '*an example of what takes place when a parent doesn’t visit the school
but mdkes assumptions from- bits and pieces of information- relayed
her or the ne:ghbor 5 ghildren."’
Ms. Flowers asks John ‘where there could pc»ssubly be an agSoci-
ation between wife swapping and his_sacial studies Units. Furthér,
Jndicates.that when she \ilsTtedhis cldss the previous week, shey
o had been.impressed with the student’s '‘level of disclssion’
the Eskimos and thejr abwaus interest, but found ncthlng/ I

t of order’’

{

regarding content. |
_ John answers by relating a srtuatlori that is ‘part 0f the Nétsmk
1 Eskimo unit. The situation concerns’the ill wife of oné of the Eskimo
' hunters Due to her iliness, the wnfe is unable to ma}:e a long, arduous

b % 10
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‘and: cold journey o the ‘hunting areas which are miles away. Conse- -
quently, the bynterg through mutual agreement, borrows: the physically
able wife of one of his friends. His friend, thérefore, agrees to care for the -

hurite’s iil wife untif thejourney is over. : P

‘jodrneys. They prepare fogﬁ;d'for the hunters dfter each day's hunt; main-

the felled game . and prepare it .for preservation; assist in carrying

supplies; and provide needed body warmth to the hunters (typically their - :

:ﬁusbanS) during the bitter cold n_ight;s'i Such#'borrowing’' arrangements
are common and necessary in the Netsilik Eskimo culture. Lt :

“Wives-in tHe Netsilik culture play an important role relative to such -

tain the base camps asthe hunters move from hunt site to hunt site; skin .

pological.accounts grovide students with.a basis for comparing, through

discussion and writing, different cultures, different human behavioral-
patterns, and different human relationships drawn from "the real world."" .

‘He further relates how MACOS has received national recognition' as

breakthrough in the elementary social studies curriculun; that it has

“been developed by the prestigious J:erome Bruner and his Harvard asso-
'ciates; that:it has been funded by both the National Science Foundation,

“as well as the Ford Foundation; and that it is used and recommended by

many school systems across the country.

“Ms. Elowers thanks John for his time and information and tells him - .

she will give the rnatter more detailed consideration and meet with him -

again soon. She indicates that-her main concern is maintaining harmony. -

1 : i.-‘ =
;o ! ¥

. J'Qhri'Eaﬁlgs: Sixth-Grade Teacher — Part C -

. Two days later Ms. Flowers again asks John to stop by her office. At
the end of the day, he compligs'with the request. P

3 . o R S T,
Ms. Elbwers tells John she has gjven their mutual congern consider-
able attention and wishes to make two points. She states:
First, John, this is a conservative Baptist community. Conseduently, you
\ - must be overly sensitive to the substantive cdntent you bring before your
) " classroom. Things that seem innocent and educational to you and me often
receive negative reactions here. .
. Secondly, Dr. Lazarus is a pretty,good bet for the next state superintendent of
public instruction, and-he's gampaigning hard for it. | don’t think it would be
wise 1o stir up something !scally- that could hinder. his chances of being ~
‘elected. v : o ' :
John asks Ms. Fiowers if she really"means that he should discon-
tinue the present study and any further study of the Netsilik Eskimos. She
replies that she feels that i would be best-at Jeast for the present time, if
“'you don’t use any of tHe MACOS curriculum and stay within the para-
- meters af the system's adopted sixth grade social studies text."” '
R . . P ]
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John discusses with Ms. Flowers how he feels that such true anthro-
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_ Johr{is angered at this *'suggestion*’ and:asks if hemight conduct a
- ‘parent awareness pn:gr?nﬁ regarding the entiré sequence of units in the -
_~MACOS curriculim. He fyrther asks Ms: Flowers if she is really tamiliar. .
= “with MACOS. Heg: only: response is that “we don't want a Kanawha -

L

ity, West Virginia situation here.” .
John -then becomes overtly critical ol

| : f what he perceives to be
arring. He asks Ms. Flowers:~ - 2 e .
" Are you telling me that | am’restficted to thé topics addressed in-a text that - '

was adopted SEven years ago, a text that | fegl strésses blind acceptance, the

.. status quo, and Zautio : se_Of .
/*+  small facet of.an entire social studies curricalym? .
( . M1hatis, indeed, what you are saying, then you afe evading your responsibility

C to me as my principal. ! R . o <.

mply becaise_one parent misunderstands one

. Inresponse to that remark,sMs: Flowgrs: ddds an additional caution
.+ - fothe prévious two. She states ina:curt tofie: B -t
I am nat telling you you must stay within the-t pical areas of the adopied text. '
| am not telling you you may not utilize MACOS, but | am reminding you that
youaresfilona year-to-year cbntract. As you know, tenure Is not tonsidered

i: f; here until the faurth year. | suggest you give some thought to that, John. -
<+ / lwantusto work in harmeny with one anothér, with the ceéntral office, and the
- = ‘community. You should realize that comprorpises are sometimes necessary.-
5 I've been here all my life and, John, | know .when those compromi .

necessary. This is one of those times. The parent who called me exef acon-
siderable amount of ‘influence with othér parents. No matter how good
MACOS is, or how recognized its developers, that particular mother will see
and hear bnly what she wants to see and hear. That maans trouble forusall. |,
Additigﬁally. Dr. Lazarus has worked long and hard here. He deserves this
chance to go to the capital where he can do good for ail of us. ‘He' shouldn't
have o wrestle with a-potential problem like thigswith the election so clpse. .

. John leaves Ms. Flowers' office angered and confused. He needs
* _time to think through his complete course of action, but one.thing he is
. sure.of—an authority higher than his building ‘principal will have to
' request his discontinuanée of Man: A Course, of Study,before he will con-
sider abandoning it in his classroom. B o

1 :
&

..+ " John ‘Ba:ﬁks:, Sixtﬁ'Gracje Téacfhe'r%_'u' \

;'Aﬁ‘ Analysis by.,.;Ma‘rk..Néthﬁ ; T -"_ =

The plleéeding case-study pcrf,’r_;afys a problem igﬂited by a:pérem of -

one of John Bank's sixth grade pupils. Any analysis of the case must

/ consider John Banks, Ms. Flowers, and the organizational and commu-

nity-characteristics that bear on the events.’ .-

ORGANIC VS. RATIONAL MODEL -+ .+ "5 .

- . 3

- From the limited'amount Qj/dgé presened, one'is hdrd pressed to -
. "label Magnolia Elementary Schoel as clearly ‘‘rational™ or “organic" in

] 2 . ' 92 é? g g- '\»' . *
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ns{ure%cr to éiﬁdyjt solely from on& of the two perspectives. Certainly,

illustrations of both models can be found in.the school and/gi school -
system. However, from the organizational characteristics presented, it

appears that' Magnolia Elementary School is. operating in ways consist-
entwith the organic model. = o .

.« Several elements of an’arganic_nﬁgdejiére evident. Fitst, there-is not
neceflsarily a one-to-one relationship between authority (as vested in Ms. -
Flowers) and expertise. L ¢ :

- Expertise -implies know-how or requisite-tééﬁnical knowledge. Ms.

' Flowers"-authority is not debatable. Her title and role give legitimacy to

_say .. . This is one of those times,”" she informes

- with organic.assumptions, survival needs are

“‘Her -authority. However, the degree to which she exercised administra-. *
tive expertise in dealing with the problem at hand is debatable: Keeping

the parent's complaint from John for over a week while observing him,
failing to support him against a disgruntled parent, failing to discuss the
entire situation and extenuating circumstances with John'in depth, and .
threatening his future employmerit status in the school system all cast
doubt on her administrative skill. Further, her posifion as principal, may
have been a reward for loyalty or for years of service rather than a result -
of administrative potential or expertise. : ; o
Secondly, Ms.' Flowers tries to employ compromise to resolve

¥

conflict. "'You should realize that compromises -are sometimes neces- )

John. Also; consistent’
7 Jhalient when Ms, Flowers™
indicates she is attempting to avoid ariother/’Kanawha County, West
Virginia situation'’ rather than address the ag demic freedom or curricu-
\ar discretion of John Banks, or reassess<dny existing articulated goals/
objectives of the school's social studies Gurriculum, or study the MACOS
curriculum in enough detail to determine its merit or'drawbacks relative
to the immediate internal and external social, political, moral, and educa-
tional milieus. ' S '

Additionally, in Ms. Flowers' opinjon, the maintenance of the status

" quo, so'that Dr, Lazarus could camp: gn W%hgut turmoil at home, takes

precedence over other mere official goals. is points to thé utilization of
situational supervision by Ms. Flowers. The insulation and isolation.
initially enjoyed by John is diminished following the parent’s complaifit.
The "organit’" nature of what is known about Magnolid Elétentary
‘School has been depicted in ordef to,contrast it with the corresponding

" “rational’’ characteristics: authority backed with corresponding level of

wh

expertise, articulated and -understood goals, and close coordination.
These characteristics afe not in evidence from the data presented.

The ability-to recognize the presence or absence of these and other, ..
characteristics should prove fruitful for interpreting and understanding
organizational characteristics as well 4s for developing alternatives for

_ difaling with identifiable problems. If one is inclined to bring about organi-

- zational chapge or improvement and chooses to work within ''the

L
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_Systerh an understandmg of and appreciation . for orgamzatlpnal'
L chara:tenstlcs wnHfacjlltatethatendéavgr R .

;HERARCHY ?f . $

A Gthgr érgamzatlanal varlables ean be ldEE’ltlfIEd l:y sssessmg the
v pt:smons of John Banks and Ms. Flowers in the organizational hierarchy. -- -
- John Banks is émployed as a sixth grade teacher at Magnolia Elementary .

Scho@l Jhe fact that‘hé i5 an employee denotes that he is a subordinate

o, ;hlerarchy Gmnsequermyf formal Superordirate/subordinate rela-

f.tlonship exists between Ms. Flowers and John. No matter what the

_ technlca‘l or pjofessional expertlsé of Ms¢ Flowers (be’it greater than,

equal to, or less.than that of John Banks) she by positian in the hies
archy, possesfes formal and @fﬁcual authonty John's authorlty ls;:/k

- restrictad to the classroom. .

. This supefordmatelsubordmate rEIEtIQﬂShIp between Ms. Flowers

T _aﬁd -John appears to be domlnatlve in nature, supporting the often held:
contention that the_ autharlty of schoal. admlmstrators over teachers is .

' ‘primarily dominative.- This dominance is, in part, a résponse to the

-+ necessity of rnedlatmg demands of local citizens. However ‘John Banks.

*  does not:perceive Ms, Flowersas a médiator of cornrnumty demands. He '
-sees her as-an-administrator who fails to protect him from the demands - .

L of an angry parem and who plages a highér'premium on pubhc relations -
and the political environment than on mstrucnaﬁallcumcular quality. Qr'
prc:rféssmnal respansubillty ’

i Indeed,- Ms. Flowers is forced to choose between sound pr@fes—
snana’i Judgrnent and political expediency. She - opts for political expedl—-
_ency.: Sound professional judgmient might lead to a more indepthand
, Objective assessment of the problem situation than is given by Ms,
Flowers. Potential alternatives and their ramifications rmght be explored
jointly by.John; Ms, Fiowers and, eventually Dr. Lazarus. In all probabil-
ity, other-personnel, both.internal and external to the school (including.
the Doard) might be involved. This process, in Ms. Flowers’ opinion,
would  be unpleasant and has the potential for severely hindering Dr.
Lazarus' chances of obtammg state 'level office. Additionally, Ms,
Flowers. stand$’ the chance of blemlshmg _both her and her. husband's
professional and social standing in the communlty Going the politically
expedient'route, then seems to Ms Flcawers the safestapproach. v

=

:AUTHORITY = .. L
chi'hn like r‘nost teachers acc:et)ts the official authority of the princi-- .
pal-in pupil-parent relations but questions the , ight of a principal to
dlctateﬁmatters related to curriculysi~and ihetruction. To John, Ms. <

Flowers should function as . a calleague whose superwsnon of curnculurﬂ
AL Q :
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and instruction is based on professional competénce, and who renders

constructive criticism rather than subtle mandates. He fails to recognize”

“or accept some of the real, variables that affect her administrative .

domain—many Qf ‘which relate directly or indirectly to-the external

“political arena, and which may have impact on the school itselt-in the
final analysis. . . ' o , . =

" John is reacting to _whAa,t he has been soc;ializéd idéa’lly to expect.

“The opposite Has occurred. Ms. Flowers chooses not to protect his

academic freedom, or his autonomy. She chooses, rather,to exercise
~her authority over curricular matters in favor of the parent, Dr."Lazarus,

.and pethaps, herself. Some sociological investigations report that a .

general ¢onflict in school organizations exists because teachers assume

. a professional status while simultaneously functioning as subordinates in -

‘the hierar¢hy.' This phenomenon appears consistent with the situation in
the'case study... ; e ‘

. -Even thoug :
his hierarchical position and the short period of time he has held ‘thit
position. Consequently, from a hierarchical perspective John is responsy:

* " ble for carrying out M. Flowers’ policies or "'suggestions’ and, accor
JIngly, is subject to her evaluations of his professional competence. As a
teacher, he 1§ pificially without legitimate power or authority outside the
classroom.«The maximum negative sanction, dismissal,-used primarily
with unteénured teachers, is a potential consequence if pe ¢hposes non-
compliance as a viable alternative. MsFlowers points’ that out to John

" when she reminds him that he is still on a "'yearstb-year contract.’| .

"

P S ,

POWER | : e

Does John have any power at all? If 5o, what are the sources of his

power? Yes, John has power if he chooses to Exercis%rit. He has power’

on the grounds that he considers himself to'be a professional and tb be
one who possesses a sense of what i§ professionally ethical and. right.
However, he needs suppori, and the consequences of -attemptihg to
secure it must be weighed. "

“secure legal assistance, and if necessary, take situation into a court

h a professional,,John is almost powerless by virtue of - -

. . -Where might John find backing? One é’lt‘gétive for- John is to

of law. A court would probably render a favorable decision. But what .

would happen then? Would the end justi‘y the. means? Would he be

employed in an ‘environment where he is relatively unwanted or psycho- -

logically ostracized? Would he becoma ineffective or be forced into

ineffectiveness? Would he be able to make a difference? The ultimate

question in considering the merits and worth of taking-and standing by a

position ds: When does it pay to fight the organization? Each individual
~ mustanswer the question for him—or hersel: .~ - ' .

™~ " As another alternative, possibly the Eﬁglbyville Teachers Associ-

ation, or the state affiliate’of NEA can exért enough pressure to protect

95-° . . , -



his wewﬁamt nf they are so inclined. For tenured teaé‘hers ithe claim of
- -professigonal status offers some power-reiated advantagés Such status
. lypically'denotes a certain amount of colleglal sphdanty John, however,”
feelsﬂrs’thér isolated fromthe majority of teaching staff at Magﬁolla Heis .
- one of only two males on the staff and indicates that he can’t relatato the
teachers' lounge and hall conservations which, apparently, are often -
~ unrelatéd to the pn:sfesslonal norms: of teachlng Aadltlonally from what -
- ig presented about the community, it.is probably safe to assume that the
= - majority Sf the’ ‘elementary teachers in.the system are not alienated from
~*~the com ity 1o the degree many teachers are in many sommunities.
’_ © . Most’ belcﬁg to out-of-school formal and informal groups and few belong
v to the'local teachers’ organization. What effect would a-weak teachers’
Brgamzatmn have on John's situation? What about the fact that most of
the teachers belong to -external groups defined by sex and that .John is
one of only two males on the school’s teaching staff? - o
Further, John 'S assoclsnon with teachers in other buuldm'gs is
minimal. The case study indicates that-he spends most of his free timé
developing his newly acqu:red farm ﬂ attends meetings of the
helbyville Teachers Association rather infrequently. Will this inhibit his

1ances . of obtaining collegial or professional _support amc:mg his
célléaguas system wide relative to the problem he faces?

x If the Shelbyville Teachers Association is, indeed, a solid group of .
‘the'more liberal and vocal teachers in the system, some influence on Ms.
-Flowets and/or other appropriate admlnlstratérs will probably be areal’
p@ssnbmty |f itis mustered : .

: fRANK’ AND POSITION " ST e
' From the dsta présented in the case study what positions dces

John hold and what are the clr:umstaﬁces arouﬁd thc:se posmons‘? Three
posmons are salient. John lé _ DA , ,

* anuntenured sixth grade teacher w1th shghtly more thamone
year of teaching experience: . . .

“_* amember, but infrequent attendee, of the Shelbyv:lle Teachers'
Drgamzatlﬂn ' &

* amember of the Natlanal Educatlon Association (whn:h mcﬂudes
membershm in the state afﬂhate)

Thase posmcms prﬂbably do not foer John ‘much protectlcn
However, it is reasonable to speculate that, of-the three positions, mem- -
bership in the Shelbyville Teachers® Organization could potentially offer

. the most protection.ang exert the greatest influence on the administra-
tu:m The organization-mbst, however,« be strong and persistent if it is to
be of value to John. If it |5 weak)its support may do him harm. oo

- .
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: Jahn is ataf rther power dlsadvantagé becauss he 11&5 éstabh&hed

faw cammunﬂy ties. He has livedin the SHEMIHE area for fess than two ™,

ars. Additionally, his collegiate socialization differs from the.majority of

hls peers and colléagues, both wnthm and across- the system The case l

- study indicates that only a few of the system’s teachers poésess deg rees
.. from outside. the state, ‘But John is not a- COmplete ahen the state in
whlch he is teaching is hishome state. .

NDW consider Sara Flowers in a bit more detair Ms ?Iewers holds .

the bureaucratic pdsition of principal of one of Shelbyville City School

System s subunits—Magnolia .Elemeritary Sc:hool As principal, she is

ally. plé :
teachers especially unjenured teachers like,John Banks, - '

policy as directed- by the superintendent. Additionally, she,is most likely
constrained to meet: certain informal or unofficial expectatlons of the
superintendent, Those”expectations could wé)l.include such thf?igs as
ahgmng herself with his phnlosaphlcal @nentanqmagreemg with oracting
on her perceptions of his
autonomy, or teacher contr
his campaign for chief staté
" possible and seeing to iithat problems are not created athome. - _

ol vs. teacher autcni‘)my, etc.); assisting with

fés (i.e., student control vs. student '

- As principal, Ms. Flowers is also responsible for fulfilling official =

school officer f::y exertmgﬂnfluence where -

Moreover, in her role as princCipal, Ms. Flowers is responsible for »

maintaining a balance among_ three criteria when determining a conse- .
quential course-of action: professxonal norms and standards ic.omrnumty - t

_desires, and sound financial managemen. :
. John ‘Banks ‘would .contend that -there is no. ‘balancegthat thé

crftena of professionat norms and standards has been prostituted for

community desires (in this case, the wish of one parent and the fear of
the influence of that parent on other parents). Nis. Flowers, however
might eontend that she is msurmg the socializafion of the young. in a

- manner considfent with commumty norms and that John is alienated, toa )

degree; from thosé norms. Further, she has acted in.a manner that she
feels would cause the least-amount of operl conflict and will msure the
harmony she desires. =

What colrses of actiop are Qpeh to Sara Flowers'? She can take a
stsnd in behalf'of John's prc essmnal judgment and academic freedom.
ghé can attgmpt to control him. through cooptation or coercion. In the™-
Ionger run she can scheme to get. rid of him. But, in dealing with the”.
immediate snuatlgn she does riot have the time to establish a legitimate
case for not renewing his contract. Does she have other alternatives?

Ms. Flowess is in a power advantage in all areas. John Banks isat a
disadvantage. As has been noted, she is the supérordinate in the school.

building hierarchy. She is ot faced with, the insecurity of a year-to-year’ .

contgact. Her position within the formal hlerarc:hy is supported with over .
twenty years of teaching in the'local system She m aII prababmty has

- g
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adiate superordmate cxf 18 elementary teachers This position - o
es "her at a power advantage relative to those
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. strong colleglal ties across the-system, as well as strong ties to- and

“within all levels of the communlty at Iarge&Addenally* her- husband .

holds a prestigious position inthe business sector and has ties with the
state,goverriment. (The superintendent hopes to head in this direction.) _'

- We arendt told how professmnally respected Ms. Flowers is amoﬁg
her peers and colleagues We can only speculate that she has.assurmet

_her principalship ;hrough one of three-means; seniority combmé’d with

onalty and meeting, certification requnements for a prmcnpalshlp
demonstrated administrative aptttude combined with acquiring principal

_certification; or she wdg certified.as a principal and the SChOG# system

_munity. An addjtional point to cons

needed to demonstrate compliance W|th an affirmative action plan. -But,

-no matter how low-her esteem itseems safe toassume that Ms Fltawers
- still has a strong pawer basefrom which to bperate

It ig-advantageous also to consider how Ms. Flowers defines her
function. To do this it is important to look at those things she emphasizes.

Fram her: demcznstrated interest in the superintendent’s campaign, her

desire to maintain harmony, aﬁd her concern about probtems the influen-
tigl parent could cause, it seems appropriate to infer that she defines her
function in terms of responsnbmt!es to her superordinates and the com-
f here is the fact that Ms. Flowers is
the only female principal in the-system. Consequently, she may feel a
compelling. pressure to prpve herself to her superintendent, thereby
further defining her funcno‘ﬁ in terms of him. Little emphasis is given to

. maintaining a collegial, jle to her teaching staff—at least not to John.

Because Ms. Flowers has taught in the local community most of her
adult life'and her- huspand is a successful local banker, she has been and

f

I

~ aafways will be; relatively immobile as well as nonmaobility oriented. Data -
exist that suggest that maintenance of the status quo is characteristic-of -

less mobile administrators. Such administrators are often oriented to the
values of the local community as opposad to their professmnal peersora
vaSSIOﬂal ldeolggy Ms FIoWers qﬁdu:ates that her main concem is to

y anunconcern for progresg The rellguous and soclal values of
y.are exceedmgly important guides relative to her course
of ac:tnon in i"‘&s;tuatuor’n She is more oriented to the values of one

\(apparemly strong; component of the community, than to a

professnonal ideclogy.

AUTONOMY - :
The situation, as. presemed in the case tddy deals largely with the

concepts of academic freedom, authority and expertlse The conflict that
arisés is due inparttoa threat to the amount of autonomy John Banks

assumes is his.
T Autonomy is an |mportant factor to be chSIdered in th|s situation.

Autonomy is defined-in terms of three implied elements: insulation

. 98 -
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.(isolation), discretion, and intef@epéndéncei Apparently, John teaches in
a self-contained classroom. Operating in this context removes him from
a great deal of peer or-administrator observation. Likewise, John is
relatively isolated. If he received feedback from Ms. Flowers' one visit 1
his classroam during his first year’fwe are not aware ofit. Furtl ier, John ™ °
received only minisnal advice from his peers during that tir’ne;aﬂdj he'
probably solicited the advice he received. . o -
" From the data presented, it is probable that John is also rglatively .
interdependent. Rather than relying on other school units in curricular
- matters, he appears to seek out resources from other agencies—like the
. Title Il MRC. ; ; . o o
Up to the point of eonflict with Ms. Flowers, John either naively’
assumes that he operates in a context that allows for a wide range of
alternatives rélative to instructional matters or he is so preocg upied with
- endeavors such.as his farm that he doesn't realize that he me y actually
have few alternatives. Possibly, thé*question has hever been tested. John'
Banks assumes he possesses a great deal of autonomy. A
Even though isolated in his classroom, John interacts with and
teaches in front of a student audience. In reality, then, He works before a
public.that is composed of mutual runners—youngsters who carry home

bits. and pieces of what goes on in school. Parents sometimes react .

directly to those bits and pieces. This appears to be the case here. ’

John remains “‘autonomous'’ until Ms. Flowers receives the com-
plaint, At that time teacher autonomy and administrator autonomy over-
lap. Soon theréaftér, she visits his -classroom. twice .in one week.and

- ventually suggests that he delete all MACOS materials and topical con- -
siderations from his social studies lesson plans, In one:fell swoop John's
zohe of autonomy, academic freedom,, professional- judgment, and
idealism have been squarely challenged. Indeed, he is not as insulated or

“isolated as he has assumed. He does not possess the discretional
latitude that he thought he possessed prior to being scrutinized by Ms.
Flowers. Following that confrontation the alternatives are clearly fixed

~‘and understood. As was noted earlier, conflict ‘can be predicted when
" principals act as official superordinates in instryctional matters and fail
to protect their staffs from outside constituencies. ‘ s
ENVIRONMENT
At least two variables are important in an efvironmental analysis:

the geographical regien, and the specific community. L

~ The fact that this situation occurs in the south and in a rural, and
relatively small and fundamentalist community, is important. School
systems are unique and differ significantly in threir vulnerability to the
publics they serve as well as to other clients that can easily penetrate.
their boundaries. They differ, then, according to the characteristics of the
communities they serve. ot
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, the mtegra;tl?_)n of community life..O
parénts have a COT’ISEQUEI"IIIEI wnpac:j makmg the schc)ol a vmﬁerabl,

. community-——especially-this communi®? - .

L ;,zrrzfrorn what we do know we can specu t? with some probable accu

Magnolla Elementiry,Sc:hDQi is
seeks to reflect the values of the comm
Ms Flowers as well as Dr, Lazaru
assume that, coltectively, the school

commanity insfitution. As such jt
nity-under the administration of
. Additionally, it is reagonable to
of Shelbyville provide focus for
jert pregsures and dernands from

what about the p::rssrbllny of the sch ol havmg -a shapmg effect on ,he

’ys_terns in small t:c)r’nrtjumti;s can -

The institutionalization of school ti
ogeneity of the: community, the .

be ascribed: to three factors: the h

. social and culturahintegration of thisthaol and immediate enwronment

and the degree to which local citize! %re active in school affalrs Data to

Support the fcrst two of the foregoing: t ree factors are ewdent in't
study. We are- not presented with dafa regarding the at:tlve mterest ‘of -
community members in the s5chool,. W can only speculate that it is'more

than minimal, glven\the degree of caution and concern ewdenced by Ms. -
Flowers. John, however, does, remark about the complaint lodged
againsthim being bdsed on second- hind mforrnation raiher Ahansdirect

observation or inquiry, -, - ".‘1
The fact. that Shelbyville h ‘ppar’emly beer’i voted dry on -
numerous occasions; that most of leachers are graduates of an-insti-

tution only 40 rhileg away: that the rellglous onentauan of the commu-

nity. is fundamentalist; that most of the system 5 elementary teachers .

(and-few of the total number of junior and senior high school teachers) do
not participate in the Shelbyville Teachdrs Association; that the Associ-
ation’s small membership is considerediliberal because it supports col-
lective bargaining; that Shelbyville is lodated in a ‘small, rural southern’
setting—all these considerations point fto assessing Shelbyville as a
homogeneous, conservative communityd Its schools accurately ‘mirror
the community. Variables like autonpmy professional judgrnent,

academic freedom, professional téachmg norms and expertise are ot a
priority administrative concern—at ‘leas not at Magﬂoha Elementary

" School under the .conditions at hand. In fact, such concerns may. be
‘meaningless to a.large majority of the eldmentary teachers in the com-
'rnunlty but not to John Eanks.‘the untenuj‘ed gecond year teacher. -

o : A '

. - } = ! . ! i

COPINC STRATEGIES _
The outcome of the situation ig yet to be determined. No mDre is

known to the -investigator at the tl 1e of this writina than has bedn
presented. |t appears, however, that 4qhn Banks does not intend to com

2

‘ply” passively with Ms. Flowars‘ sug@eshons We do not know How

militant he is, nor how militant he ma y\ become in the near fuiure. /, ut,
acy,
4100 \

1111



that r/e will not comply:-nor will h¢ totally rebel. His ideal choice wilK

prcbglbly be to work actively (but prudently) within the school system’s
organization to effect what he coftsiders to be sound change. We do not
kno , however, if that will be an pption available tc (}A’I

John s professional cdreer in Shelbyville WI| o a targe degree, be .
dependent upop Dr. Lazarus—someaﬁe we know I|It|e about. We can
conjecture thatheisa Ioglca} extension of values pf the community.

‘ What.if the problem c:or‘{fmnts Dr. Lazarus prior-to the election? How B
might he react? What if the prcblem is contained until after the election, -,
Qr. Lazarus wins and the-gituation is passed to pis successor? What kind _f
of successor is Dr. Lazayus likely to recomme d to the b@ard"? What kind /
of successor isthe board likely to employ? - /

What if Dr. Lazarus loses the election? What if He Ioses due to the I /
média plcklﬁg up. the local problem and s,nsatlonéhzmg it? If any/ /
ar

these '‘ifs’" transpire, what will they meanh to ..l hn Banks; to- S
Flowers to the parent who initially complairjed or t parents of a simi
persuasion? How vuinerable is the school argar?‘izatlon relative to:the
_environmental context? If the Shelbyville schools are community I'ﬂStlth/LJ
f.thfL:, what potential do they have for shapmg the é:ommumty itgelf?
{t_John pushes his point and’ wms wm..hg' or should he stay.in - .
_.Shelbywlle‘? Does Ms. Flowers possess enough Iegmmate authority and
‘a stong enc\ugh community power basé to- hlﬁdéf John's langsterm con-
tinuance inithe’school system?. ' . . P
What do you predlct the Qutccme(s) to be"? Why?

| | Activity 4
RO , Writm'  Case Study - ¢ B

. ~ Onece participants have analy’zéd a case Study ér two, they might

: praflt from writing case studies of their own. Writing case studies encour-
ages participants-to become more aware of andto apply COﬁCEptS they
have encountered elsewhere in the materials.

: . A case study tells a story of an event. pr: related events and
erﬁphaazes ohe or more important concepts whu:h tHe writer wishes to
illustrate. The  reader is led t0 analyze the events, fo establish
relat:onshlps among events and characters, and to proposé his or her

 own ideas about what actions might influence or alter the case as it is
- written. In conjunction with this volume on sg:hcxols participants. might

B
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ool-related event which (tilizes eemef’fl\-\he
““ 11, Delegation A

12. Sfipee; ya

13. Auteﬁemyf o

14, Steneesz/zetleﬁ /

15 2

5. réxrec:t per\n 1on
16.  Mutug S

Auth&;ﬁtif
-, Respons
Prestige

Eeteemf
Competence 8/
Status'inconsis; .ne
. Emulation ¥,

’ereund a cenfhct or pete

Some cases mey bﬁe

sion. Others might be ﬂ)
- mode is chosen, the feﬂew q

u'ted ahd read mdeeeﬂeently Whneh’——ver
keueetweré‘e re likely te epply

Who ere the case ¢l ereetere'? What rﬁetlvatee their eetlene“? j
What ergemzetlene are irivolved in the case? ;\ !
What problem or problems are iljustrated? s R
What circumstances gave rise to the situation? oy
How mlght the situation have been handled by the ehereetere"ﬁ

6. What eheraeternetnee of organizations are illustrated in the case?

Additional questions will be raised and addressed ‘during reedmg and
: grouc{dneeueenoe - )

el A Ry

=

i
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- Up the Déwn Ste:rce e / - s

/ - o I *'
Up the‘“‘Dewn Stelreee i5 a feature Iength film based en the best-
seller book by Bel Kaufman \Jhleh can be used to llluetrete some of the

major.| feetur eaf eehoole aso emzanone : ‘

moves elewly end th <ha reetere are not well developed for exemple
the central character, Mlee Berrett is never ehown in eny role other then

Nevertheless, the /movie hee ;éme mente as -an' instructional
device. |{.dramatizes the dilemmas that teacherssand students face in

_ thirele of teacher.

- some multiracial, big-city schools which are-plagued with disorder. It

demonstrates the social distance between teachers and parents, and

-betwe.en teachers and students. It underscores the incompatibility -
) betvgeerr bureaucracy end professign. It testifies to how professional .

“the participants viey

- by Avon Bodks, a Division of the Hearst Corp . New York L:ry A list of a[f:er fuggesred films
s eemamed in Volume 1. 5e€ Ap@end;x B p 81

V. . 114 v

standards can interfere with personal relationships. It shows how the
parn&llenetle values of parents clash with the universalism of teachers.
And: ultimately, the film is a tnbute to some ef the abeurdltlee of -
bureaucracy in edueetlon

Jltis euggeeted that dlecueeleﬁ queetlone should be raised before
/the film. Here are some’ euggeetlene . 5

*+ Take net of the types of orgemzetlene being portrayed. Idermf
the kinds/of conflict portreyed by the various eubeultures :
depictedinthe film. . . : o

: ‘53 . &
* |ookfo the characteristics of arganizations that are in evidence
in Celvy[n Coplidge High School. Consider whether these charac-
teristigs are also evident in your school 4nd if they,are mani- -~
ip the same waye or dlfferémly

- Dbe rve the coping strategies Miss Barrett and other teechere
use énd consider their effectiveness. . ;

. Codsldér how you might handle the situations in. mech Sylvia
Barrett finds herself. Consider whether you would teke the eeneﬁ
ehe takes at the end of the f|Im : w

- Th:s f:h‘q f:an be rented rﬁreugh a Columbia Fictures distribuior for apgreﬁmatelv £50
per day. Tf'/e book, Up the Down Staircase (Frentice- Hall 75&;4) is eubhehed in gaperback

i
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- ., ® Bureaugracy . ‘ ,

‘ Hierarghy of Control : : » -

uthority
-Direct Superw;um
. & ‘Conflormity ‘
./ Ritualistic Gonformlty i
* ‘Standardization (Order) . v -
' Custodial Organization . , : : (
Goal Displacement -
_ formal Qrgaﬁlzatloﬂ ) &
. Professional Employeeg . :
individual and the .Organization
Social Distance

" Impersonality. .o !
. Alienation ;
Autonomy 7
Discretion §freedom)

ta

M JC)R FILM CHARACTERS , ;

Miss Sylwa Barrett—a first year [eaChEF at C‘,alvm Coolidge
High School .

Mr. Paul Barrmger —an Engllsh teacher and calleagﬂé of MISS
Barrett

FEFOF’IE”S dEIiﬂQLEﬁ[ studem

(' Barrett
'« & J.JMcCabe—administrative a%axstantat(::alw Coahdge

‘High School

i %
*THE FILM IN BRIEF
This film depicts an insider's view of a large metropolitan high
school and shows what happens as a dedicated new teacher's ideal-’
. ism begins to crumble in the face of a formidable bureau&acy lack of
communication, educational.jargon and trivia. r
As the film opens, Miss Sylvia Barrett approaches her first teach-
“ing assugnment at Calvin Coolidge High School, a large barren school
situated in a ghetto area of some large city. Upon entering the school,
she is met by tumulfuous confusion as a mass of andnymous students
and teachers jostle one another in their rush through the crowded hall-

P
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~ways. As she, rnakes her way to her classraom an admlnlstrator passes
and informs her abruptly that she is going up the wrong stairwdy.

The followmg scenes successively introduce administrators,
clerks, a counselor; a nurse, and other characters: each .of whom
"adds in one way or. another to her frustration: as. she awakens to the
engulfing stranglehold that the bureaucracy hds on the educational
process In the classroam MISS Earrett Iearns “how the studems

c;csrnple:te d|sorder But through it all she is coached by an expen-
enced teacher, Bea, who gives her guidance and.encoufagement. :

And yet, Miss Barrett also is learning something else: that be-
neath jt all there is reason for some hope. As she challenges her stu-
denfs irjI class and learns to know them one by gne, a few begm to.
reach out to her for attentlon andhelp.

- Thé story unfolds in a series of dramatic mmdents There is the/”
ycung st-udent wnth a SEhDE)I gm crush orr Mr. Earrmger a handsome but
mec:hamt;ally by ccrrectmg he grsmmar returmng |t to her wnhaut com-
ment onits substance. Finaliy frustrated by this teacher’s apparent disin-
terest, the girl attempts suicide by jumping from his c:lassroorn window -

while he ig away from schoal for an unauthorized reason. —

In another encounter Miss Barrett's authomy and her personal com-
‘mitment are repeatedly tested by Ferone, a delingyent boy whom Miss
Barrett tries to befriend wnth.@ut much success. When he fmally gulls .a
knife on her, she is fori:;ed to repc}‘t him to the .admmistranon an act
which will make her his permanem enemy.

. "Eventually Miss: Barrett gives up and submits hELFESIQﬂatIDﬂ to the -
- school authorities. But as the year wears on, she experiences some

minor successes. For example an ahenated student becomes an active
participant in a school play and reveals to “her that he has been the-
aﬁonymous author of several ﬁOtES pleadmg f.cr her aftention and Icsve ’

'c:ome an effec:tlve tea(:her after aH dédplfé the obstacieg She WlthdFaWS =

her resugnatlcm as the film ends

i
*

Up the Down §ta:rcase -A Film Analysis
Ronald G. Corwin " Roy A. Edelfelt -

1
'

¥ The viewer of Up the Down Sia/n:ase is struck by the priority the
chocl staff gives to order (;taﬂdarmzatlon) and discipline («:Dﬁforcmty)
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This custodial function repeatedly intrudes on instruction and interferes
with interpereeﬁel reletieﬁehipe There are the ever pre"eent ‘ruiee 'eeout

the ebuee ot etelrceeee Tekmg ettendenee eﬂnounemg eemplleeted
- schedules, filling out forms, and related,chores ot only consume the

-~ staff's time but are considered to be. atlegst as lrﬂpertent as eerrymg on

' formal classroom instruction. .
‘There is a h|ererehy of control. The teeehere watch the students,
§tr|ylng to maintain order in the ele,eeroom and hellweye. ‘:ea' Xinis-

edmmletrenen mferme a teeeher when “hle o'r “her“ etud', Has vio-

The time eiee’k is representative.~Even parent-teacher conferg¢nces are
regulated by arbitrary time limits, and more. enerelly by & cdremonial
evening set aside forpthis ,purpose: Even on thismeccasion, parents are
welcomed by an unseen voice over the Ieudepeeker instructing them on
preeeduree ‘Perhaps most etnkmg however is the eommendmg author-
ity of the bells. Teachers’ commands are n6 match for the bells, which
disrupt discussions mid sentence to signal the next activity. The students
are thus movedithrough thelr day as if on a factory conveyor belt. .

The preoccupation with order is starkly dramatized in-the singular
reaction of Mr. McCabe (the assistant prmelpea)r(to the intelleatual excite:
ment generated in Miss Barrett's class: thé class is too ndisy. It is indeed
ironic thet MF. Bester, the principal who vigited the class, did not convey
his favogable i impressions to Miss Barrett until she forced the issue with
her- declsmn to resign. This was one of the: few lneteﬂcee in whlc:h the
eupewlemn could have been personalized. i

. Indeed, even the crisis of life that eeeurred when a etudent ettempt-
ed suicide provpked or‘ily bureeueratle responses: forms to be filed out
" by the teacher in eherge a repﬂmend to a teacher for evading the rules,
and a librarianis anxiety.about the studefit's overdue library books. None
of the characters, including .compassionate’ Miss Barrett, intended to

visit the glrl in the hospltal or to console her pereme

in ether weye as well The teeeher perent conference for exemple cen-
“ters on a universal issue that separates parents and teachers every-
where: the parent wants the child’s extenuating. circumstances to be
taken into account. This would mean bending the rules, and Miss Bar-
rett's training and her present circumstance dictate against such par-
ticukarim, She is sympathetic, and one senses the bind she feels, but it
-is tlear that she will treat this child no differently than other children. He
will be measured against fixed standards, and judged a failure.
Note that the Dereme are e'xpeeted to come to the teeeher‘e terri-

eeuld vuelt peremi‘ in thenr homee where they r’ﬂlght be eonfremed wnh

Ed
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more knowledge than perhaps thay want to have or could use about the
personal circumstances of each child. This social distance between
home and st¢hool comes into vivid focus in theaunts shouted at the .
frightened teachers as they trudge through the neihborhood to’ ‘catch a
bus to their own neghborhmds inremote parts-of-the-city. ¢

The film farcefully demonstrates the irrelevance ef the school in th;
lives of many of the students. They are.expected to appreciate Englis
novels that are foretgn to their circumstances, passively sit through’
classes, tests, and ceremonial assemblies, and attend school -dances
with the punch bowl and other symbols of middle-class decorum. )

The corresponding disillusionment of the teachers is apily drawn as
well. Thus we see the satisfaction that an experienced teacher takes in !
her ability to get through her classes wtthcut&mctdertt and walk saf y
through the neighborhood strg ts to her bus. We see in Mr. Barrtng
experienced well-educated t&gcher whg respor‘tds with mechanical im-
“parsonalily and strained sugeriority when'a thild reaches out for affec-

_* tion. We see ‘numerous instances of goal dtsplacement a.school nurse
who, prevented from treating wounds, is reduced to rttuallsttcaHy sefv-
ing tea to the chlldrert who come to her with ihjuries; a counselor—the
one.person in the syster,t:; who is responsible for helping the students to
work out their personal problems—whose soleg@sponse to bureaucrat::y
has been to sef up a filing system" ftlled with glib jgrgon characterizing
each child in a phrase or less.

"-+ + The focus is Miss Barrett, flghtlﬂg thtS Dverrldlng temptattort to

adapt mechamcally to the rltuals of the System She is strugglmg to re-

<

W

vn:tlent young man, Ferorte ?Accustomed to |mpersonal treatment frcm_ '
" other tedchers, he interprets her expression of professional concern as a

personal, sexual overture. And, when he pulls a knife on her, she feels

compelled to reassert her authority by reporting him, thus saerificing a

~ chance to negotiate with him on personal terms,

’ All of the control measures, the social distance, and the altgnatton
KWowever, cannol destroy.the fundamental autofomy of § idents and
teachers n‘h,the systemn. Each group preserves its own su lture and
identity. In the classroom this often trans|ates into the Ioneltness of

. teaching—orne teacher pitted against a class of students challenging
that teacher's official authority at every opportunity. It also can mean
ritualistic conformity and the opportunity to misusé freedom (discretion).
And thus a student almost dies because a teacher was not in his class-
room as he should have been. But it also means freedom to innovatein a
class, to make the material rneamngful to the students, and to convince
them for one's expertise and concern. It means an occasional opportu-
nity to overlook some rules, o let a student go to the bathroom without a
hall Fonitor, and to defend him against false accusations. Outside of the
classroom the private relationships among the teachers form the basis of

a
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an informal organization. which provides some.support against both the
‘students and the administration\Thus, one teacher (Bea Schachter)
warns another of a planned v15|t from the prmclpal with the ominous ;;‘;‘
zignal ‘‘the ghost walks." - -

This last point hlghhghts the Dathas that runs thraugrfthe filrm; Thé

~ teachers are not using their informal stremgth to combat the oppressive
‘bureaucracy. These profession lly trained adults, coping with awesome .
responsibilities, are reduced to rqeful pawns.in an overbearing and aim-

- less system. They are not uniting sﬁd striking out for |rﬁproved conditions
on behalf of the students, but instead are struggling to survive. And one
by one, they have iearned to survive by accepting, by conforming, by -
adapting. This leaves no one to push for reform, except an occasional = .
idealistic newcomer like Miss Barrett. But it is clear that, havmg givenup .

the optIDn of reagnmg Miss Barrett too, must now learn to survwe
, ¢

v = o,

4 Pczsfscript |

s,

“in pgrtraylng teachers as often pawerlg mdwu:iuals gomol@grsts
“such as those represented.in this volume, may startle rﬂany teachers
who, feel that they have taken substanual charge of their own profes-
sional destiny. But whether correct or not, sociological insights also
might prompt teachers to see more clearly the possibilities of newmodes
of action to influence the rights and privileges of the teaching profession
and to improve the school as a social systém for students and teachers.

' Teachers have had to work in situations where much is- mandated,. . .
e.g., curriculum, personal and professional behavior, and conditions of
work. Much of the effort to improve teaching, and ultimately to improve
the quality of education has been external—instituting new curricula

* from without, legislating or deéreeing hjgher standards for certification,
mandating college credits for continuing licensing, and the like.

Were we still in an erapricr to the 1940's reliance ongthis trickle-
.down approach might still -be convincingly argued. But not- ¥iday! To-
day's teachers are no Ianger prepared in a few years at a ngrrdal school.
Almost all have completed at least four years of college:’ '-f bral arts
study and specialization in teaching fields are major parts of t 2 prepara-
tion of all teachers, and they have spent an extended’ pes lodyof time

student teaching in actual school situations. Many subscribe., tc%ofes-

sional role conceptions. They.-have become assertive in pro(,esa land
polmcal matters, and organized at local, state and ﬁatipnal ievels
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. dents, or the parents. The cmlectlén of students who make up

reluctant to have teachers take initiative and powetfer
a result of this attitude, many teachers exhibit a Ipsgie{%zkaa‘l_and initiative
during the course of their careers. Teachefs ; are it _sf .@ted by ;he
presem school organization in their assugm‘hé} narfow canfmer
of the classroom. Organizational problems beyk
though they may directly affect what. hapﬁens in th e‘cta;ﬁ;.sraom ‘are not
perceived or understood. As a consequence, decusmhsﬁare nét influ-

enced to any extent by teachers.: For example, the graup, of StudEﬁtS who

ccmstltug a particular class a tea her must teach may be ,lselegffed by

may be completely incompatitste; 7 making teaching alr’nixgt an ImpéSSlble

.task. The administrator may argue that there isn't time. to ;nvolve

teachers in scheduling students. Thus, an outside force makes demsrcms
about both the-grouping of students and hO‘\‘N teachers spend thew m"ne

two decisions obviously counterproductive to good’ educah@ﬁ for
students. If teachers broaden the context of their concern Sﬁd' Iearn to

Zlass I’C!OITI‘ EVET’I :

in authority withouf any d@nsultancn with the teacher, tHe stu-
»the class

understand and ififluence the larger context, there is theﬁear DDSSIblflty '

that the organization of which they are-a part can.be #Mtered to serve
students better and to make teaching more satisfying. We hope teachers

‘will- consider themsilves in several roles as they study and analyze the

material presented. i.e., as employees of the school district, as merﬂbers
of teagher orgamzan@ng and as citizens ofa community..

Qur intent is to help teachers see themselves as members of organi-
zations, and also to study organizations in a dispassionate way. The fatier
so that Grgamzah@n; particularly the school, can be viewed objectively
as an fnstitution ‘(& social system) that exists because of c:lrcumgtaﬁces

bath dehberqte aﬁd fortuncus

the Iearrung of young people is tG |mprove and parsoﬁhal clrcumstances

of teachers are not apt to change much unless the social system of the -

schodl is changed. Individual teachers and teachers collectively will.be
better equipped to alter the social system/organizatiorrof school if they
are aware of its dynamics itE norms, its DDWEF ftructure gic. Aﬁd if thé
they area part of V\_II|| be better prepared to ﬁgpe wnh what exlsts or make
intelligent decisions about when to get out. Even the last two alternatives
change the system because of the changed attitudes one assumes if one
stays, ar‘ndlorThe altered situation in the organization if one leaves.

- Thé current organization of schools is not adequate either td provide
quality education for students or to give teachers the kind of time,
prerogative, and professional stimulation necessary for a vital profes-
sion. In this respect, schools are no different than many ather social

organizations. In fact, almost all organizations in our society are facing,

K 120 199! K ‘ -
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-or are beingforced to face, the pr@spéct of change as increasingly more
people volce dissatisfaction with services and prcduc:ts and demand a

greater voice in decision making.
As in the first volume, our attention in this vojume has revolved
around schools as organizations. Yet, we have repeatedly seen that

-groups in- the larger. society, such as parems govefnment bodies and
‘teacher organizations always-must be taken mgc account. The third and
- final'volume. of this series, to be published soory

n;/will concentrate on corh-
munity, state and national forces that shape scthools and classrooms.
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A | lnstructi@ﬁal N?é)de,'(joals,_aﬁd C)bjectives*

INSTRUCTIG‘F\IAL MORE

.The “instructional rm:de used durmg the Corps Member T:almng
. Ingtitute was”mparmnt in ensuring the effectiveness of the materials and
.the favorable responses of partsclpams Suggestnor\s for the mode and -
tcme of instruction follow:
KE 1 lnsrructir::rr should occur in small groups. ldeally participants

~ .should be organized in basic discussion groups of about 1CJ
‘members with or.e instrictor for' each group. Diversity-of - i
- bdackground among group members with one instructor is hlghly
- desirable, Instructors shiould be flexible and vary the program to
meet the demands of an evolving instructional procéss.

2. Instruction should give attention to the needs and interests of
participants. The backgraunds and levels of sophistication of
participants should be assessed prior to, or at the first meeting, so
that planning and grgupmg is resp@nswe to the dwersny and heeds
of participants.

3. lnstrugﬂcna/ expectations shau/d be made public. F'artn:lpants :

e should receive statements of training ‘goals and objectives, how
‘those goals and objectives will be achieved, and indicators of how
the participants will be evaluated. -t

4. Instruction should provide for intensive involvement of participants. -
+ Special effort should be made to select case studies, papers,
vignettes, readings, abstracts,-and films that are particularly. suited
to participants who are preservice or inservice teachers. Small
group discussion should be planned to.give.every parti nt an

\ggtwe part in establishing a rationale, making choices ;Bg
: cisions, and testing principles and theories inherent In
- * kinds of orgargstions.

5. Instruction should capitalize. DFI the remparary soaez‘y created by
the group itself. Characteristics of the group, as illustrated in its
governance and its social and work problems, may be used for
analysis and“diagnosis, providing a real situation with which
individuals and groups can deal. - ’

flerent

’Flep;ﬁréd from volume one of this series ay%afwiﬁ and Edeélfelt, Parspactivas on
Organizations: Viewpoints ftor Teachers (Washington, D.C.: American Associgtion of -
Golleges for Teacher Education, 1976). pp. 8:10.
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6 Instruetien Sheuld deel w:th process proﬁ!lerne end Skills as pen‘ of .
metruetleﬁ ch“eﬂd why peqple behave m certenﬁ waye inan -

eppmpnate pertic:pente ‘should use rlluetretlene of thelr own
‘behavior to enaléyze .why particular progreee or eehievement by a
“"Group HES of has ﬁét bBeenmade. | -’
- 7. Instruction should engege participants drreetly with prebleme of
_analfsis, diagnosis, and choice: In part, this point reiterates
’ numbere 4 emj 5. Iﬁ eedltuon pertlelpeﬁte ehould have metructere
eltuetlene end other expenencee In all ‘of theee eetlvmee ‘the -
purpose is to deal directly and personally with how effeetwely one
can work through.a problem in a logical, rational way.
8. Instruction should provide a variety of activities. Engegmg the
interest of people in studying organizations is not easy. A vasjety
- of activities enriches the training session; for example, case
studies, film and vignette analysis, field- based study of various
* organizations, mdepeneient study,. readmge and films whueh are
epprcprlete for usé in groupe of various sizes. s
9. Instruction should include eloee gurdenee; memtonng, end
" evaluation of participants. The instructor-garticipant, ratio should
"allow some one-to-one contact, providing opportunities to discuss
how the goals of the program fit those of the individual and to
negotiate modifications when possible. Such modifications, of
course, become a matter of record and provide some data for
- program evaluation. The instructor’s responsibility: for evaluation is
continuous and should bé done cooperatively with participants.
10, /nstruction should respect the status of ail participants. Aithough
all participants, (and instructors as well) are learners, each
participant presurnably has a different status based on his or her -
competence, experience, and power position. This is especially
true if a group contains both preservice and inservige teachers.
Each person’s placg in the hierarchy eheuld be recognized and:
respected é . .

¥

We recegnlze that these 10 points are eppropnete to-etudy in any
field and all too often are unattainable for ane or more reasons. Yet, a
large part of the success of the Corps Member Training*lnetitute'wee'
attributable to a continuous effort to follow these principles. Each per-
son using this material for instructional purposes will need to ' i -
‘how best to present the concepts based on ever-chamging ‘ia: - ffs
among the instructors’ skills, the Ieerﬁere needs, and the ee"mm stra-
tive eupport eyeteme

GDALS AND OB| ECTIVES

- The instructional setting described ebove and the materia .on-
tained in Parts 1l and HI of this book work together, enabling | #kci-

112 '12,{3 L

&




pants to achieve certain g Fls ‘and objectives. The goals and objec--
tivés are shared with participants so that everyone IS aware af the
purposes for studying organizations. .
The Qvergu gnal of Perspectivas on Orgariizations i is to
‘Develop an awareness of the characteristics and fum:n@ns of
s Drganlzatlons and of how orgamzatlorls and mdlvnduals

2

The program déSlgnéd to help participants reach thns goal in--
cludes instruction to:
’ -A Enablé participants to ldéntlfy problems that result from or- are

aggravated by some characteristics of Qrgamzatlons

" " Provide participants with skills, enabling them to analyze
organizatiéﬂs a'ﬁd Gr’ganizs i(msl problems
@rgamzatlons in the futura o

When they have completed the program participants should Ee,ﬁ

"~ able to demonstrate (through analysis and discussion of orgamzatnons)

that they have:
& An undergtandnng of why it is important to study organizations.
* Aknowledge of some of the complexities resul!mg from
membership in-organizations,
s The ability to define organizations, social- systems
- bureaucracy, organization theory. - :
An awareness of approaches used to study Drgamzahons
.+ & An awareness of some key features of organizations. ,
’ An understandmg of how the various functions of argamzatuons
are coordinated.
"~ e Ap awareness of models that are useful for analyzing
organizations. | .
-« * The ability to classify organizations according to typology. .
An understanding of how the social environment might affect
the organization.
* <A knowledge of strategles for r:opmg in organizations.
~ -These, and perhaps other objectives that participants will identify
for themselves, should be achievedas a study proceeds. Participants
and instructors will frequently want to refer back to these abjectives to
assess progress, Thé materials and activities designed to.help acheve
the DDJGGUVES are contained in each book in this series.
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